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CHAPTER. I 
Purpose. The purpose of the thesis which follows, as 
indieated by its title, is, most directly, to describe a:nd 
analyze as thoroughly as possible the contribub'ions which 
have been made and can be made by the social sciences to the 
training of leadership for group work. Indirectly, it has a 
further purpose. This purpose might be described as an attempt 
to delineate some of those areas in which social science and 
social work can be tied in with one another, with great profit 
to each. Much of the material concerning this latter purpose 
will be implied rather than stated explicitly, as it is tan-
gential to the major theme of the thesis. There will be a 
brief specific discussion of social science - social work 
interdependence however, in Chapter II. 
Scope and Methods. In his research the writer drew upon 
a number of areas in the social soiences. 1 Included are 
sociology, marginal areas such as the work of the Research 
Center for Group Dynamics at the University of Michigan, 
which falls perhaps mostly in the realm of social psychology, 
and sociometry, which might be subsumed under the headings 
1 For a discussion of the meaning of the term social 
sciences, see Chapter III of this thesis. 
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bo~h of sociology erod social psychology, were rel~d upon 
heavily. The writer actually did not have all these areas 
in mind when he commenced his study. He began with that 
social science with which he is most familiar, sociology. 
Re was led by references and cross-references into the in-
vestigation of ma. ter ia l in these other disciplines. In simi-
lar fa~on, although, after some preliminary estimation of 
the extent of material available, he began to look direc~ly 
for ar~icles on leadership training, he was soon made cog-
nizant." of ~he fact ~hat,ht~ research on leadership ~raining 
~ ~ would be in one sense meaningless, unless he firs~ 
delved somewhat into ma~erial on the na~ure and meaning of' 
leadership. This being· ~he case, he started to draw upon 
ma~erial on leadership ,from yolumes of' social science journals 
from as f'ar back as 1904. It might be of interes~ ~o note 
here ~ha~ there is llB.terial on leadership which has relevance 
to group work in several volumes of journals published in 
the first two decades of ~his century, as well as in ~he 
latter ~hree. Ac~ually, however, i~ has no~ been until 
rather reoen~ly, perhaps the las~ six~een or seventeen years, 
~hat any sizeable li~erature on leadership and, more specific-
ally, leadership training, has been produced. One might say, 
in fact, ~hat as far as leadership ~raining is concerned, 
the overwhelming majority of' empirical studies have been 
2 
done only in the past decade. 2 
Most of the material available to the writer was found 
in the Boston Public'Library. Some valuable and pertinent 
references were discovered in the College of Liberal .Arts 
Library at Boston University and also Widener Library at 
Harvard University. He was able to secure bibliographies 
from the Research Center for Group Dynamics at the University 
of Michigan~ and from the Research and Statistical Service 
of the Boy Scouts of .America, at 2 Park .Avenue, New York City. 
Copies of several studies done were obtainable from the 
aforementioned Research and Statistical Service and-from the 
Bureau of Educational Research Monographs at Ohio State 
University in Columbus, Ohio. Material supplied by these 
organizations formed a valuable supplement to the material 
which was more readily available. 
His research led the writer to believe that the most 
productive manner in which he could arrange the presentation 
2 Henry L. Smith, and Levi McK. Krueger, '".A. Brief Summary 
of Literature on Leadership, tt Bulletin of the School of 
Education, Indiana University, vol. 9, number 4, Septem-
ber 1933, will provide those who are interested with a 
most thorough analysis and description of most of the 
major articles written on leadership up to the year 
1933. 
Zeleny, writing in 1941, notes that only one experiment 
on leadership training had been performed up to that 
time. See Leslie Zeleny, "Experiments in Leadership,n 
Journal of Educational Sociology, 14: 310-313, January 
1941. 
3 
o£ his £indings was to structure it around the £ollowing 
questions; 
l. What is the importance o£ this subject? 
2. How may the term social sciences be de£ined? 
3. How may group work be de£ined? 
4. What wi 11 be the viewpoint o£ this thesis in regard to 
the definition o£ leadership? 
5. Is this thesis based on the premise that democratic 
leadership is the most e££ecti~e in group work? I£ 
so~ "Why? 
a. What have the experiments on democratic leadership~ 
lassaiz-faire~ and authoritarian leadership pointed 
out in this regard? 
6. Row do we train £or democratic leadership? 
a. What are the experiments which m ve been per£ormed 
regardingthe training o£ leadership? 
b. What are the relative values o£ each of them? 
c. How do we evaluate the results of tb. is training? 
7. What is the practicability of the application of the 
methods and theories devised by social scientists for 
the training of leadership and the evaluation of the 
training of leadership t6 group work practice? 
The foregoing~ of course~ represents only the bare 
skeleton~ so to speak~ of the material contained in the 
following pages. Also~ the categories will not necessarily 
be dealt with completely in one-two-three £ashion. To some 
degree~ portions of each category or of the implications of 
e.ach category~ will be found in these sections of the thesis 
dealing with other categories. 
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CHAPTER II 
IMPORTANCJ!: OF THE SUBJECT 
Necessi~y for Training Leadership. The impor~~ce of 
~he subjec~ matter with which this thesis deals stems from 
two sources. Firstly, leadership lies at the very core of 
group work. Its techniques and the oretica 1 bas is form the 
most enduring subject matter for group work literature. 
Without exaggeration, leadership may be labelled as the 
essence of group work. At the same time, there is a great 
deal of conflict over the methods for training this leader-
ship, and there also even exists debate over whether leader-
ship is a skill which can be imparted through training. 
Material which may shed light on this question of training 
for leadership is, the ref ore, of practical importance to the 
group worker. 
Social Science and Social~· The subject matter of 
this thesis is also valuable for its larger implications 
which were mentioned in Chapter I. That is, any material 
which serves to indicate areas of possible cooperation between 
any of the social sciences and. any field of social work is 
of value. 1 Writers in social work have bemoaned the absence 
1 For other material related to the subject of coopera-
tion and interrelationship between social science and 
(continued on next page) 
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of' such coopera.ti on and coordination. Davies has written~ 
n ••• with the exception of' dynamic psychology and psychiatry 
which have become closely related to our practice~ there has 
been a conspicuous lack of' planned and purposeful coopers.-
tion between social science and social work.n2 Other writers 
are making a special point of' emphasizing soci a.l science 
education in undergraduate years fort hose students who are 
to go on to social work. Social science backgrounds of' 
students in schools of' social work, they feel~ are ina.de-
qua.te. Hollis made a spot-check on the social science back-
grounds of' graduate students in a number of' schools of 
social work and, after it~ stated that he: 
social work~ see the following: 
Stuart Chase, The Proper Study of' Mankind. 
Stanley Davies:-""The Relation of' Social Sciences to 
S ocia.l We lf'a.re~ !' Social Work Journal, 31: 20-26, 
January 1950. --
Katherine N. Handley~ "Social Casework and Intercultural 
Problems~" Journal of'.Social Casework, 28: 43-50, 
February 1947. --
Henry Ma.a.s, "Collaboration Between Social Work and the 
Social Sciences~·" Social Work Journal~ 31: 104-109, 
July 1950. -----
Robert M. Maciver, ~Contribution of' Sociology to 
Social Work. 
Pa. ul Sancrr;-uThe Psychocu ltura 1 Approach in S ocia.l Case-
work,tt Journal of' Social Casework, 28: 377-381, 
December 1947. --
Herbert Stroup, "The Contribution of' Anthropology to 
Social Work Education," Journal of' Social Casework, 
31: 198-194, May 1950._ 
2 Stanley P. Davies, "Science and Practise in Ruman Rela-
tions," in Social Work and Human Relations, New York: 
Columbia University Press~ 1949, p. 8l. 
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••• believes that undergraduates are not coming into 
professional schools with the fundamental courses 
on which professional courses in soci a 1 work should 
be based. For example 1 the spot-check showed that 
students did not demonstrate an understanding of the 
philosophy underlying Freudian psychology~ a knowl-
edge of the Malthusian theory of population ••• (etc.) 3 
In other words 1 there is coming to be felt an inadequacy on 
the part of social work practitioners regarding their knowl-
edge of the social sciences from which potentially they may 
draw so much. 
How much they have drawn already~ often unknowingly 1 
is pointed out by Bogardus who lists among otherS 1 the fol-
lowing group work concepts or tools as having their origin 
in social science. These are basic, every-day group work 
terms or phrasest 1. Group. 2. Group process. 3. Personality 
development. 4. Personality adjustment. 5. The nature of 
leadership. 6. Life history. 7. The culture concept. 
8. Understanding the community. 4 Grace Ooyle and others 
have offered ample testimonial to the mutual benefits which 
can accrue from social work - social science cooperation • 
and 1 correspondingly1 the mutual disadvantages arising out 
3 Ernest V. Hollis, nProgress Report on the Study of 
Social Work Bducation1 n Social Work Journal 1 30; 20 1 · 
January 194 9. 
4, 'Emory S. Bogardus_~ 11Sooial Sciences in the Service of 
Group Work 1 tt Proceedings and Second Annual Report 1 
.A.mer ican .A.s soc iat ion for the Study of Group Work. 
1937-1938# pp. 13-19. 
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o:f their :failure to strengthen and support one another. She 
writes; 
As the body of the social sciences increases, their 
application becomes the responsibility of those pro-
fessions whose practice is the providing of service 
to the people. The separation o:f the social sciences 
from their application leads on the one hand to 
futility and sterility for the • pure • scientist and, 
on the other to hit-or-miss, superficial and often 
harmful results to those we deal with.5 
Other writers, in this case thinking specifically in 
terms of sooial psychology, have echoed Miss Coyle's senti-
ments. Two of them several years ago wrote: 
Perhaps the group war kers have not realized so keenly 
as the psychologists that the real laboratory of 
social psychology is in such agencies as those named 
by the group workers present ••• On the other hand, the 
research tools needed for :forging ahead in the under-
standing of interpersonal relations are, by and large, 
part o:f the technical equipment of the research work-
ers in the field of social psychology.6 
One social science creation which will be dealt with 
muoh more fully·in the section on the evaluation of leader-
ship training# and which is particularly illustrative of 
the basic way in which social science can provide aid to 
5 Grace Coyle, Group Work ~ American Youth, p. 30. 
6 Ronald Lippitt and Kurt Lewin, "Implications :for Recent 
Research on Leadership Training,tt Group Work in War-
time, American Ass9oiation for the Study of Group 
Work, New York: Association Press, 1943, p. 29. 
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social work .. especially group work, is described by Lippitt 
and French. This creation is the n:rield experimentu which 
is known by several di:t':t'erent names, but which has the same 
basic elements in all cases. It is a product of research 
in sociology and social psychology primarily, and its direct 
applicability to the problems of' group work becomes evident 
in the following quotation~ 
A field experiment is a research project in which 
variables of group life are manipulated and con-
trolled in a lif'e setting outside the la bore.tory. 
To be sure, the practitioner, whether he be an 
industrial executive or a club leader .. often tries 
out new techniques of' social management. But such 
tryouts for the purpose of improving results are 
not experiments; 1st because they usually do not 
involve accurate measurement of' the eff'ectiveness 
of the new methods, and 2nd because they are not 
designed to discover the causes of the phenomena 
with which they deal. Usually the practitioner 
has a hunch as to why a change in procedure will 
lead to results, but he does not have an explicit 
theory or set of hypotheses being tested.7 
In other words, the social sciences provide, or to be 
more accurate, can help to provide more understanding of' the 
phenomena with which group workers deal. They are able to 
f'urnish group workers with theories arrived at from empirical 
investigations which may be used in practice with greater 
certainty of' their validity than might have been the case had 
7 Ronald Lippitt and John R- P- French, Jr., "Research 
and Training, tr The Group., l0$ll, October 1947. 
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they used their own trial and error methods. Developments 
such as the field experiment are not unusual in the social 
sciences. They offer a continuous source of theories~ solidly 
based upon work with realities from which the group worker 
may draw in his own day-to-day practices. 
It should be mentioned~ however 1 that these theories 
be understood as theories~ and not used willy-ntny as absolute 
and immutable facts. The social sciences are young 1 and 
social scientists would perhaps bet he first to disdain any 
ability. At this stage to produce out of experiments results 
i'rom which absolutely reliable generalizations can consistently 
be made. 
As was noted in the quotations earlier 1 this is not a 
one-way relationship. As Bogardus points out 1 the group 
worker "· •• needs to get the idea that perchance he can con-
tribute to social research methods and to social psychology 
and to the other social agencies through his own original 
and creative relationships with groups.uB 
Thus the importance of the subject matter of this thesis 
stems from~ :facets. The first is that leadership in itself 
is a problem central to group work. The problem of training 
for it as necessary has always been an issue among writers 
on the problem. The question of' how much end what type of' 
a Bogardus~ op. cit.~ pp. 16-17. 
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training is alive one among both group work practitioners 
and social scientists. The creation of a type of training 
which wi 1.1 produce democratic leaders has implications for 
the whole of society as well. This being the case, any 
thorough-going analysis of material dealing with leadership 
training is of definite practical value to anyone interested 
in organized group life. 
In this case, there is certain additional value in the 
particular approach since it seeks to show the value of work 
in the social sciences f'or work in the field of social work. 
It may thus, it is hoped, shed additional light on the ways 
in which the potential contributions of each of these fields 
to the other may become more of' an actuality. 
ll 
CHAPTER III 
DEFINITIONS OF TERMS 
Contributions, Be:f' ore going any farther, the writer 
feels it necessary to indicate more specifically what he 
means by contributions. For it is quite likely that one, 
reading through certain of the theories put forth by workers 
in the field of social science, herein described, may find 
himself seriously questioning whether certain of them are 
indeed positive additions to social work knowledge. The 
writer has purposely included certain of these theories and 
ideas~ which he feels social workers would be ill-advised to 
follow. He has included them in order to indicate the points 
at which they are deficient. At the same time~ he considers 
them contributions to knowledge on the subject of leadership 
and leadership training in the sense that they can and do 
stimulate thought about Je adership training. They thus e ontri-
bute in a sense in a back-handed or negative way, but they 
are contributions nonetheless, for they "share in effecting 
a result,"lthe result being a more fruitful and efficient 
manner of training individuals :for group leadership. 
Definition of "Social Sciences • 11 There have been various 
attempts to define the term "social so:ifu:J.ces." The differences 
l See "contribute," The Desk Standard Dictionary, Frank H. 
Vizetelly, (ed.) -------
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in definition do not seem to this writer to be crucial. At 
the same time" it is valuable to note the manner in which 
social scientists attempt to delimit their field. The approach 
of two of these scientists follows. Seligman divides what 
others have called the social sciences into l) purely social 
sciences., 2) semi-social sciences., 3) sciences with social 
implications. Under category 1) are found politics, economics., 
history, jurisprudence, anthropology., penology, sociology. 
The semi-social sciences include ethics., education., philosophy, 
and psychology. Those with social implications are biology., 
ge o gra.phy, medicine:~ linguistics 1 and art. 2 Stuart Chase feels 
that the hard core of the social sciences comprises the dis-
ciplines of cultural anthropology., social psychology, sociolog~ 
economics and political science and that they ~ the s ooial 
sciences par exoellenee because the problems they investigate 
are those of culture, race, ed uca.ti on, sex, the family, inter-
national relations, communication:~ government, business cycles, 
learning, theory., group dynamics, publi~ opinion, and the 
like, that is, the whole broad field of human relations~ 3 As 
can be noted from the foregoing, the area. of the social science 
is a large and varied one. As Gee points out., "I£, according 
to definition, the social sciences are those which concern 'the 
2 Quo-ted in Wilson Gee, Social Science Research Methods:~ 
see pp. 31-36. 
3 Chase., ~· ~., P• 4 
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life of man in the group, then any discipline which deals 
even in part with such phenomena can lay claim to being in 
4 
that measure a social sd..ence. 11 There is a common thread 
definitely running through all disciplines labelled social 
sciences, and this is the fact that they all consider in one 
way or another - the way people live with one another, the 
life of men in groups. Farther than this, they are character-
ized by the application of the scientific method to the study 
of human relations. These are the limits of the social sci-
ences. Those approaches which involve this application to 
these phenomena are social sciences. Those which study these 
phenomena but do not apply this method, are not social sciences 
The material which makes up the chapters in this thesis 
which follow is drawn directly from areas in Which the sci-
entif'ic method is used in the study ef the we. y people live 
together. They have been enumerated earlier - educational 
sociology and psycho logy, s oci a 1 psycho logy and sociology. 
They lie for the most part close to the core of the social 
sciences, although some material may appear which is on the 
periphery of the area of' the social sciences. This will in-
elude whatever material the writer has culled from psychiatric 
journals. 
Definition of Group Work. The e laments of group wor·k 
4 Gee, .££• eit. See pp. 31-36. 
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have been variously described, but in essence they would seem 
to be these~ 1) it is an educational process, 2) carried on 
with voluntary groups during leisure time, 5) with the 
assistance of a group leader, 4) directed toward the social 
development of the individual, and 5) furthering socially 
5 desireable objectives held by the group. 
Group work has a o ommon core of fundamental beliefs. 
These beliefs are concerned with the value of a creative use 
of the individual's powers, the development of a socialize.-
tion of personality through increasingly mutual relationships., 
and a capacity for creating ani accepting collective authority 
in pursuit of common purposes. They involve an insistence 
that each individual must be understood end treated as an end 
in himself., and a recognition of the fact that group programs 
exist for individual satisfaction and growth. 6 
The Point of View ~ ~ Thesis Regarding the Definition 
and Nature of Leadership. The point of view of this thesis 
with regard to the definition of leadership is described in 
the paragraphs which follow. The writer's investigation of 
material dealing with the nature of leadership has led him to 
5 See Arthur E. Fink, The Field of Social Work, p. 408. 
6 See Grace Coyle, Group Experience ani Democratic Values, 
p. 16 8. 
7 For a different type of approach to the definition, see 
the following: Floyd L. Ruch, Psycholo~y and Life. 
George Halsey, How to be a Leader. 
Arthur L. Jones;-The-EdUcation of Youth for Leadership. 
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conceive of the basic ingredients of leadership as being com-
prised of sensitivity to the needs of a group, and the ability 
to make a substantia 1 contribution to meeting those needs. 
He feels, with Stogdill, that, among other things, the leader 
is an expediter of cooperative effort, and that significant 
aspects of this capacity for expediting are alertness to the 
needs and motives of others, and an insight into situations. 8 
Furthermore, he feels also that adequate leadership of a 
group is not leadership which is totally confined to one per-
son, but- is to some degree spread throughout the group. In 
other words, group members should to some degree share leader-
ship if they are to have an effective group. Apropos of this, 
the writer might add that he feels leadership training in 
part should consist of imparting to the trainee skill in 
spreading leadership through the groups with which he works. 9 
The writer also conceives of leadership in the same terms as 
Ordway Tead 1 who writes that, "Leadership is the activity of 
influencing people to cooperate towards some goal which they 
come to find desirable. 10 In other words, t~ adequate leader 
8 Ralph M. Stogdill, "Personal Factors Associated with 
Leadership; A Survey of the Literature," Journal of 
Psychology, 25:66, January 1948. 
9 See Doris Siegel, "Report of Training Laboratory in 
Group Development,~ United States Children's Bureau, 
p. 14. 
10 Ordway Tead, The !:E! !!_! Leadership, p. 20. 
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influences the group~ but does not manipulate it for his own 
purposes. He helps the members to define the situation and 
exerts influence through attempting to give the group his 
attitude toward the problem or activity. but he does not 
totally predetermine the right path and then lead the group 
down that path. He leaves himself open to influences £rom 
the group~ as well as influencing the group himself. 
The group leader's responsibilities may be divided into 
two sets of £unctions. according to researchers from the 
Research Center for Group Dynamics at Michigan. These £uno-
tions are that of directly helping the group to greater matur-
ity 1 and that of helping the group to awareness of the s olu-
tion of problems. The first of these is process, the second, 
content. The sorts of jobs related to the process function 
are, 1) .Aid the group in attaining desirable growth. The 
leader is influential in determining the climate of working 
r~tions. The nature of the climate may be laissez-faire, 
authoritarian~ or d emocratio ~ with social control determined 
through group authority. 2) .Assist group members to make 
group-oriented rather than ego-oriented decisions. Technics 
such as the use of a b laokboard in listing and reforming 
thought contributions help objectify ideas and make them 
11 belong to the group. 3) Help the group evaluate itself in 
11 This technique will be further discussed in the last 
ohapter. 
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terms o:f the quality of its pro duct ion. The leader can act 
to help the group recognize psychic blocking 1 mistakes in 
procedure, accomplishments made, and the necessary next steps. 
4) Provide :for leadership to be conceived o:f as a :function 
instead o:f a status position. Ideally, as the group matures, 
the leadership should be in so me degree shared, passing :from 
one group member to another, as different knowledges and 
abilities are needed. The content :function calls :for atten-
tion to such responsibilities as, 1) Promoting genuine group 
decisions. The skillful leader will guide groups to make· 
decisions based on their own insights. 2) Opening channels 
:for·intercommunication between group members. Better group 
production can be :facilitated through complete access to 
the necessary in:formation. 12 
There are goals and :functions o:f an other type as we 11 
involved in leadership in group work. For, the leader in an 
agency will gear his leadership activity to the :fundamental 
underlying beliefs behind the agency's program. Each agency 
evolves emphases in terms o:f desirable ends to which particular 
programs are directed, so that the leader in the agency aims 
toward the ends in his work. Coyle has classified these 
emphases as: 1) emphases reflecting belief as to wnat are 
desirable personality traits and socially useful types of 
12 See Fred P. Barnes, "How Can Group Dynamics be Applied 
to the School Sta:f:f?~ Bulletin o:f the National Associa-
tion .2!_ Secondary Sc.hool Principals:-34:40-45, April 
l950. 
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knowledge en.d skill; 2) emphases ref'lecting attitudes toward 
citizenship and community participation resulting in educa-
tion and action on social questions; 3) emphases reflecting 
concepts of human relations; and 4) emphases reflecting 
basic beliefs on the nature of man~ God and the universe, in 
13 tt those agencies under religious auspices. The agency's 
purpose and established program," says Coyle, then, ffprovide 
(the worker) with a second framework of reference ••• nl4 in 
his work. The formal (as distinguished from indigenous,) 
leader in the group work agency, thus~ does not simply help 
the group to carry out its own aims, but acts as channel 
through which the aims of the agency reach the group. 
13 See Coyle, Group Experience and Democratic Values, 
op. cit., p. 170. 
14 Ibid., p. 168. 
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CHAPTER IV 
WHY DEMOCRATIC LEADERSHIP1 
What Democratic Leadership !!• Implied throughout the 
writer's statement or his own views concerning the nature 
o£ leadership~ is his par~iality to democratic leadership~ 
his emphasis upon attention to group needs~ on group deci-
sions~ and his opposition to the manipulation of the group 
by the leader for his own purposes. He thinks of democratic 
leadership as contrasted with authoritarian leadership in 
the same terms as Pigors thinks o£ the contrast between 
leadership and domination.· Pigors feels that the difference 
between leadership (democratic leadership) and domination~ 
(author:li:arian leadership) can be c an.venient ly characterized 
as the contrast between education and drill. The educator 
wishes to stimulate growth and does not aim at immediate 
results~ which are ahead of the individuals' understanding 
or des ire. He me eta the pupil as a person whose strength 
and weaknesses form a unique whole. The needs and desires 
of this person form the starting point for the teacher-pupil 
relationship. The teacher encourages questioning and empha-
sizes the voluntary association of the pupil with him. With 
the dominator~ (the authoritarian leader) results are of para-
mount importance. I£ the subject does not understand or 
sympathize~ so much the worse for the subject. In this 
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situation~ characterized by domination, there is a premium 
put on compliance. Leadership (democratic leadership)liber-
ates human energy; domination (authoritarian leadership) 
makes people into routineers and subjects them to someone 
e ls e ' s c onia· o 1. 1 
Democratic leadership is geared to encouraging the initi-
ative o:r group members. Dr. Whitehead, in treating the subject 
o:f leadership in a larger co~text, has written. uThe essence 
o:f democratic leadership is that it should be so exercised 
as to promote opportunity :for the :fitting initiative o:f those 
within the society and in the manner 'Wh. ich these latter de-
sire."2 The report o:f the second session o:f the National 
Training Laboratory on Group Development goes so :far as to 
label leadership which destroys this initiative or does not 
encourage it~ as immoral. To quote :from the report~ ur:r one's 
leadership is such as to cause a member o:f his group to lose 
his initiative and control over his own decisions, then one 1 s 
leadership would indeed be unethical. tt 3 
The democratic type o:f leadership~ the writer :feels. is 
1 ~ Pigors, Leadership..£.::. Domination., see pp. 74-98. 
2 Thomas N. Whitehead~ Leadership in~ Free Society, p. 256. 
3 Report o:f the Second Summer Session~ National Training 
Laboratory on Group Development 1 p. 38. 
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the most effective type in producing beneficial group experi-
ence for the individual. It is this type of leadership which 
is most instrumental in raising the quality of group productiv-
ity~ doing so without sacrificing the welfare of the individual 
member. The question is~ of course 1 whether the writer is 
simply using the word democratic as a fetish, and hence equat-
ing the word democracy with everything that is good. In the 
pages which follow, the writer will attempt to present the 
scientific basis for his partiality to democratic group leader-
ship. In a sense~ however, the reasons underlying his parti-
ality for democratic leadership are not scientific and cannot 
be absolutely. That is to say, he is making a choice because 
of his belie£ that certain things are "good. 11 Voluntary 
cooperation forwards socially desirable ends, for example, 
is 11 good," he believes. In a like manner~ stimulating group 
members to take as much initiative in activities as is con-
sonant with their abilities, is a 11 good.n Ris basic premise 
-t.hen is a normative one, based on his s j78 tem of values. The 
scientific material he uses is based on the belief that his 
premise is valid. The situation may be stated as follows: 
Given, friendliness -t.o•ard leaders and fellow-members, group 
initiative, psychological freedom, recognition of each otherts 
abilities by members, high group morale, and the like, as 
things which are desirable in group work, then scien-t.ifio 
studies based on direct experimentation indica~ that it is 
democratic leadership which is most likely to produce them. 
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Scientific Basis for Belief in~ Superiority~~-
cratic Leadership. Approaching the question first from a 
negative standpoint. the writer believes that the following 
example of the effects of authoritarian leadership as described 
in a recent ecological study is one bit of tangible evidence 
that democratic leadership possesses definite advantages over 
authoritarian. Whyte 1 the author of this study, ·writes of a 
gang headed by an authoritarian leader in the following terms: 
The leader is the focal point for the organization of 
his group. In his absence, the members of the gang 
are divided into a number of small groups. There is 
no common activity or general conversation. When the 
leader appears the situation changes strikingly. The 
small units form into one larger group. The conversa-
tion becomes general am unified action frequently 
follows. The leader becomes the central point in the 
discussion. A follower starts to say something. 
pauses when he notices that the leader is not listen-
ing, and begins again when he has the leader's atten-
tion. When the leader leaves the group, unity gives 
way to the divisions that existed before his appear-
ance. 
The members do not .feel that the gang is really 
gathering until the leader appears. They recognize 
an obligation to wait for him before beginning any 
group activity, and when he is present they expect 
him to make their decisions.4 
Authoritarian leadership thus encourages almost. complete de-
pendenee upon the leader. and inhibits any tendency the group 
might have to utilize the resources of the members. 
Norman Maier, who has done a good deal of work in the 
field of discussion leadership, has concluded, from empirical 
5 From William F. Whyte, Street Corner Society, summarized 
in Readings in Social Psychology, Theodore M. Newcomb 
and Eugene Hartley, (eds.L p. 404. 
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investigations of his· own, the superiority of democratic 
leadership in decision-making and problem-solving. He writes 
that, "The experimental evidence on group decision thus far 
indicates that a solution worked out by a group is more accept-
able to a group than one imposed by authority. n He adds that 
the democratic leadership technique is not only a useful pro-
aedure tor obtaining acceptance and cooperation, but is also 
effective for improving solution quality. 5 
Perhaps the most continuous and thorough research on 
the question of the effectiveness of democratic leadership 
has been done since 1938 by social scientists who since have 
become prominent in the Research Center for Group Dynamics. 
It is not within the province of this thesis for the writer 
to describe at any length these experiments. He will be con-
cerned for the most part wiiih their cone lusions. For a full 
description of' these experiments the reader may turn to the 
ref'erences f'rom which the conclusions to be presented will 
be cited. 
In these studies, the writers conceive ·of' three types of' 
leader roles, and, of' course., persons were assigned to play 
6 these roles in the actual experiments. The first role is that 
5 N. Maier, "The Quality of' Group Decisions as Inf'luenced 
by the Discussion Leader,« Human Relations, 3: 156 and 
170, 1950. 
6 As a cheek against the possibi1iiiy of the real personality 
of' the leader and his role being conf'used, when his role 
was being rated., writers such as (oontined on next page) 
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o£ the authoritarian leader. He determines all policies and 
procedures. Future steps as to activities are kept hidden 
:from the members. He takes the responsibility :for assigning 
tasks and remains :fairly aloo£ :from participation. He keeps 
his standards o£ praise and criticism to himself in evaluating 
the group. The see o:nd role is that of the d em.ocra.t ic leader. 
He sees to it that wherever possible~ policies are discussed 
by the group a.s a. whole with active encouragement and assist-
ance by himself. He sees to it that steps and goals are 
clarified. When he offers advice he always ~ves alternatives. 
He allows the members to pick their own companions to work 
with. He communicates his criteria of group praise and criti-
cism. He allows the group to :rna.ke its own division of re-
sponsibilities. (In the actual experiments~ the democratic 
leader, although he was to try to be a regular group member 
in spirit~ was instructed not to do too much of the work. 
This, so that the productivity of the democratic group could 
be compared with that of the other groups.) The third role 
is that o:f the la.issez-faire leader. He takes a passive role 
in social participation and gives the group complete :freedom. 
in decision-making. He makes it clear that he is available 
Lippitt and Whyte investigated and found, n ••• no evidence 
of any adult personalities being rated favorably or un-
favorably, independently of their particular leadership 
role.rr See Ronald Lippitt and Ralph K. Whyte, "An Ex-
perimental Study of Leadership and Group Li:fe, u_Readings 
in Social Psychology, Theodore M. Newcomb, Eugene Hartley, 
""('eds.L p. 319. 
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to help~ but takes no initiative. Re does not evaluate the 
productions of the group or individuals, although he is 
friendly rather than stand-offish. 
The most important results of the experiments utilizing 
these leadership roles in groups~ seem to be the following: 
1) Th_e members of the democratic and laissez-faire clubs 
initiated more personal and friendly approaches to their adult 
leaders. The data on out-of-club-field conversation further 
indicated the more spontaneous exchanging of confidences about 
other parts of one's life experience in the democratic club 
atmosphere. 2) Expressions of irritability and aggressiveness 
toward fellow club members occurred more frequently in both 
the authoritarian and lais.sez-faire situations, than in the 
democratic climate. 3) In the authoritarian situations, there 
were five, there was no group initiative to start newwork 
or to continue with work under way when the leader was absent. 
This was contreEted with the democratic situations, where leader 
who arrived late found their groups already active in pro-
ductive fashion. The groups under laissez-fidre leaders were 
active but not productive. 4) The clubs under democratic 
leaders resisted scapegoating as a channel of aggressive 
release. 5) The adult restrictiveness of the benevolent 
authoritarian role and the environmental unstructurednes s of 
the laissez-faire situation were boiih found to inhibit greatly 
genuine "psychological freedom." 7 6) In the authoritarian 
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climate the leader's domination of all cen~ral functions and 
his retention of a 11 plans for the future made any leadership 
by the youngsters themselves difficult. 7) The competition 
for status between the members made each of them unwilling 
to recognize sponstaneously superiority in his fellow members~ 
because this would have meant a relative loss in position for 
himself. 8 8) In the democratic group, members did not show 
verbal aggression toward the leader~ and did not try to gain 
status by winning his attention. The feeling of group belong-
ingness was higher, as was group morale~ in the democratic 
social climate .. 9) In the democratic setting there was more 
goal-setting by the group and higher group productivity, plus 
more aoceptan·ee by the membership of group goals. 9 10) Auto-
cratic leadership can create a social climate in v.hich there 
is~ instead of an atmosphere of hostility, one of primitiva-
10 tion~ lack of initiative and listlessness .. 
Conclusions such as these, incidentally, are supported 
by personnel experts such as Freeman and Taylor.ll McCandless, 
8 Ronald Lippitt, "Field Theory and Experiment in Social 
Psychology: Autocratic and Democratic Group Atmospheres," 
American Journal~ Sociology, 45: 26-49, July l93S. 
9 Parker and Golden,~· ~. 3 p. 29. 
10 Kurt Lewin, "Experiments in Autocratic and Democratic 
Atmospheres,~ The Social Frontier, 4:318, July 1938. 
li Gradon L. Freeman and Erwin K. Taylor, "How to Pick 
Leaders~ see pp. 49-50. 
27 
in an experi~en~ aealing with children in an institution# 
found that authoritarian leadership by adults caused dominative 
behavior by the children in their relationsp.ips with one 
another. When certain of tb. ese groups were democratized, the 
attempts to dominate one anot:OOr on the part of the children 
in these groups subsided, while in the groups in "l'il.ich adult 
authoritarian leadership was allowed to continue, this domina-
tive behavior by the children in some cases even increased. 12 
Thus, democratic leadership is a reducer of intra-group attempt; 
at domination and is consequently a reducer of intra-group 
frictions. 
In the light of these o onclusions, reached by social 
scientists, on the basis of thoroug~ empirical r~search on 
the quest ion -of types of leadership# the ~ri t er feels justified 
in asserting the superiority, both from the standpoint of 
group productivity and individual development, of democratic 
leadership. This being the case, his judgement as to the 
validity of the leadership training methods which will be 
described in the next chapter will be predicated on his 
estimation of the extent to which they are effective in pro-
ducing truly democratic group leaders.l3 
12 Boyd R. McCandless, ncha~ng Relationships Between 
Dominance and Social.Acceptibility During Group Demo-
cratization,n American Journal of Orthopsychiatrz, 
12:529-535, July 1942, see last~wo pages. 
13 The writer, of course, realizes that there are some 
situations in which the attempt to (continued on next page) 
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produce democra~ic leaders is dis~inc~ly hampered by 
reali~y# and where ~raining canno~ be crea~ed to this 
end. Alvin Zander# who has studied this problem~ points 
out ~hat~ 11 ••• some si~uations demand dom.ina~ion on the 
part o:f the le a.der ~ and the le a.dership trainer oan do 
very little about it. I:f he refuses to work wi~h leaders 
who must continue as domina~ors~ he ignores ~he oppor-
tunity ~o take the sting out o:f a. large propor~ion o:f 
the people who deal with others in a necessarily domin-:o: 
ating manner in our socie~y. We do not mean to imply 
tha~ no effort~ should be made ~o develop democratic 
practices in en undemo cra.~ic set~ing. There are s itue.-
t ions# however~ where ste.rti ng with an e. ~tempt to 
democratize would mean that the trainer was beginning 
wit h the most d i :f :fi cult job e. nd the one which might 
spoil his later effectiveness in accomplishing anything 
in e. democratic direction ••• this is often found in 
industry# schools~ and even youth-serving e.gencies.n 
For a description of training :for ~hese necessarily 
undemocratic leaders, in this case at a naval installa-
tion# see Alvin Zander# "Role-playing~ A Technique :for 
Training ~he Necessarily Dpminating Lee.der,n Sociatry, 
l: 225-235, June 1947. · 
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CHAPTER V 
SOME DEFICIENCIES IN CERTAIN THEORIES AND PRACTICES OF 
LEADERSHIP TRAINING 
/ 
~Faults of Typical Leadership Training Courses. A 
number of modern social scientists· have reacted violently 
against what "bhey consider the traditional type of leadership 
training course. Ale:x: Bave las has o:f':f'ered the opinion that~ 
"Some leadership training courses spend most of their time 
teaching posture. tone control and social conversation." 1 
Zander. writing in the Journal of Educational Sociology 
some seven years ago, made what is perhaps "bhe best brief' 
summary of the faults of' the typical leadership training 
course. One of these faults is the large amount of time 
spent sitting in a mass group structure and listening to 
lectures. This prohibits the consideration of the trainees' 
individual problems. The inflexibility of the predetermined 
course content also forestalls the individualization of the 
course. Besides this 1 "expert" lecturers give the course a 
"the-only-way-to-do-itn atmosphere. All these aspects of 
typical leader-training submerge the neophyte leader in a. 
mass production of materials, many of which have no relation 
for him. Another typical deficiency is the fact that no 
1 Alex Bavelas~ "Civilian Morale; Leaders Can be Made 1 " 
Frontiers of Democracy~ 9;47, November 15, 1942. 
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attempt is made to give the trainee experience in transferring 
verbal information into group-leadership-in-action situations. 
This being the case, the trainee 1 s problems of group leader-
ship are in another world from the talks offered at the train-
ing course. Further inadequacies center around the fact that 
usually no criticism is offered or the volunteer's group 
leadership techniques, either during 'the train in.g or la. ter 
when on the job, so that a poor leader may never see himself 
as others see him~ nor receive guidance in improving himself. 
Finally, in the typical course, Zander points out, the leader 
is given no skill in analyzing the forces at play in unusual 
group situations. Because he has no experience in guided 
group observation, he has no eyes to see nor words to describe 
what his group does, so that a discussion about his group 
in terms that others will understand is impossible. 4 
Inadequate Conceptions of What Constitutes an Effective 
Leadership Training Program. The following material falls 
under the heading of "negative contributions" from social 
science to group work which the writer mentioned earlier. 5 
It consists of suggestions from social scientists for leader-
ship training which the writer feels arljl aimed in the wrong 
4 Alvin Zander, ffTraining Volunteer Leaders for Youth 
Groups, n Journal 2.!_ Educational Sociology, 17:407-
408, March 1944. 
5 See Chapter III. 
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direction for reasons of which he will make mention. At the 
same time. they are contributions in the sense that they pro-
vide for u~ by their existence. examples of mistaken assump-
tions and programs which we will therefore more easily recogniz 
and avoid. 
In a number of cases, the inadequacy of the training pro-
gram suggested stems from the narrowness of the conception 
of the nature of' leadership which the social scientist suggest-
ing it holds. For example, around the turn af the century, 
Dr. Terman, famous among American psychologists 1 spoke of the 
school's role in training children for leadership in terms of 
giving ttf'ree and healthful play to the instinct of leadership," 
in the case of children who possess this instinct strongly, 
while seeing to it that those youngsters of a more timid dis-
6 position are protected. In other words, Terman's conception 
of a training program for developing youngsters into leaders 
is one which involves basically the seeing to it by the tttrain-
er" that those individuals who he estimates are possessed of' 
a strong leadership instinct are left free to throw their 
weight around, so to speak. Leadership, it would seem, is 
here thought of as a sort of fierce ambitiousness. Briefly 
put, this program is inadequate because it seeks to develop 
a trait which does not exist among personality types called 
6 Lewis Terman, "The Psychology and ~edagogy of Leadership," 
The Pedagogical Seminary, 11:442, December 1904. 
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"l$ader types," when it would seem £rom a number o£ investi-
gations that there is no one fltype" o:f person 'Who is an ade-
quate leader in all situatiol;ls, and that there is no such 
7 
thing as a "leader personality,"~.!!· 
Other conceptions o:f leadership training, or the pedagogy 
o:f leadership, lay t hemse 1 ves open to Zander's o har ge s o:f 
8 
over-emphasizing the use o:f lectures in training. Eichler, 
in his experiments with training junior high school children 
:for leadership, although he points out that his techniques 
are most effective when combined with practice~ emphasized 
the lecture method to a very large extent. For example, 
·apart :from the leadership praotio e, the rest o:f the training 
he gave to the leader-candidates consisted o:f explanations of 
the meaning o£ such things as initiative, physical fitness, 
loyalty, teamwork, .good humor, personality, purpose, kindliness, 
7 See, £or example~ 
Irving Knickerbocker, "Leadership: A Conception and Some 
Implications,tl Journal o£ Social Issues, 4:23-40 1 
Summer 1948. . -
Albert J. Murphy, 11A Study o£ the Leadership Process," 
American Sociological Review, 6:674-687, October 1941. 
J. Cecil Parker and William P. Golden, ffDemocratic Group 
Processes," Group Processes In Supervision, Washing-
ton, D. C.: Association £or Supervision and Curric~lum 
Development, National Education Association, 1948, 
pp. 20-63. 
Arnold Rose, "Leaders and Followers," Letters from Read-
ers, Commentary, 5:473, May 1948 •. 
Frederick M. Thrasher, The Gang, A Study of 1,313 Gangs 
,!p. Chicago. 
Dwight Sanders on, Leadership .for Rural Life. 
Norman Ward, nThe Problem of Leadershi~Sociology and 
Social Research, 30:275-281, March 1~46. 
8 See quotation from A~ Zander on page 31. 
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knowledge of human nature, sel£-conridence and cooperation. 9 
In such a situation~ ~he training group becomes a class, and 
the trainer an expert. There is little opportunity to explore 
ideas together. The training group becomes simply a colleo-
tion of individuals who attempt to retain the lecturer's verb-
alizations in order to learn Hthe right way to do things." 
Even those things which are explained to them are abstract 
in nature and can only with difficulty be related consistently 
to real problems in the group life of the trainee. Again 
also one finds an inadequacy here due to the conception of 
leadership as simply a combination of traits, kindliness~ in-
tegrity~ (etc. L without reference to the group in which it 
is to be exercised. Merrill did work which is s·imilar to 
that of Eichler in which the lecture method was the training 
method, and his work~ the writer feels~ is open to similar 
criticism. 10 He employed six forty-five minute lectures~ un-
like Eichler, who used eleven thirty-minute explanation periods. 
Both he and Eichler used, as their experimental group, children 
s e 1 e c ted as le ad e r s by t h ei r e 1 ass mate s • 
Two years after Eichler and Merrill's experiments, a 
9 Described by Zeleny~ ~· cit., p. 666. 
10 George A. Eichler and Robert R. Merrill, ttcan Social 
Leadership be Improved by Instruction in its Technique?H 
Journal of Educational Sociology, 6:234~ December, 
1933. 
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somewhat similar project was set up by other educators, this 
time taking as the leader-trainees high school home-room 
officers. Firstly, joint committees of pupils and teachers 
worked out a course of study for six groups. (There was one 
group for eaeh type of officer.) Then, at a general meeting 
of the school's 348 officers, the training.plan was explained 
and inspirational talks were given. After this, group meet-
ings were held for one week. Attendance was required, and 
there was a role call. Secretaries were appointed in each 
group, who took notes and made written reports to those ad-
ministering the project. Instructions in the group meetings 
were given jointly by carefully selected teachers and pupils 
who followed the courses o£ study previously worked out. 
Finally, the members in each group were required to take notes 
and to submit a written report at the end of the week on the 
subject, "My Job and How to do it." 11 This program does have 
the valuable feature of trainer-trainee cooperation in formu-
lating the course program. (This practice wi 11 be described 
in a later chapter in connection with the work of the Research 
Center £or Group Dynamics.) At the same time, the restrictive 
features of it are such as to hinder the development o£ demo-
cratic leadership attitudes. At the very outset, it makes 
participation compulsory for those selected, and assigns them 
11 T. S. Davis, "A Training School for Pupil Leaders," 
School Review, 43:605, October 1935. 
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taks which they ~ perform. In evaluating such a project 
in this regard, group workers should not forget that demo-
cratic leadership attitudes and methods are not likely to be 
held and practiced by group leaders who have been trained in 
leadership under a program which was characterized by a large 
number of authoritarian features. 
It should also be noted that with fifty-odd members in 
each of the six groups mentioned above, the very density af 
papulation, so to speak. is a hindrance to a give-and-take 
relations hip between trainer and trainee, and prevents any 
real development of intra-group communication, thereby creat-
ing boredom, quite possibly~ and making an unproductive task 
out of what might have been an enjoyable and beneficial.experi-
ence. Stated succinctly, group workers who study the contents 
of the three articles jus-t men-tioned., migh-t learn three don'-ts 
for leadership training courses. l) Don't set up a one-way 
relationship between -trainer and trainee, lean but very lightly 
on the lecture me-thod. 2) Don't allow compulsory features 
in the course -to become its dominan-t characteristic; keep 
compulsory elements at the very minimum required by the situa-
tion (by agency policy toward volunteers, for example). 3) 
Don 1 t set up large groups for training unless iii is absolu-tely 
impossible to do otherwise. (The writer will discuss training 
methods which might be used with what is of necessity a large 
group in a later chapter.) Keep groups small enough to insure 
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easy communication between traine~ and t~ainee and among the 
trainees themselves. 
A study made by Charters and F~y in 1942, provides the 
final example of what the writer considers inadequate sugges-
tions as to leadership training methods and content. As in 
a number of other cases, the root of the inadequacies inherent 
in their suggestions lies in their conception of leadership, 
for as will be noted, leadership, for Charters and Fry, is 
made up of certain definite traits or elements, and it is the 
development of these traits in individuals to which the train-
ing program primarily should be geared. Their leadership 
training program is set up for the purpose of training recrea-
tion leaders. The writer wishes to present rather fully the 
substance of it, a.s he .feels it is illustrative of the deficien-
cies and difficulties in a leadership training program geared 
to produce people with certain definite traits. 
Charters, a professor of education at Ohio State Universi~ 
and Fry, who was affiliated with the Works Progress Administra-
tion in Ohio, set up the blueprints· .for a whole undergraduate 
curriculum for a professional career in recreation leadership. 
The type of training they envisioned was based upon the desire 
to develop certain «traits" of leadership in these potential 
leaders. They made up a. list of traits important for the 
recreation leader, traits which distinguish the good from the 
poor worker, by interviewing experienced experts in the 
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recreation training and executive fields, fifteen persons in 
all, and then classified their statements under co~~on trait 
headings. They originally had seventy traits; these they 
whittled down -to twenty-two general traits. These were 1) 
Adaptability, 2) Alertness, 3) Attractive personal appearance, 
cleanliness, 4) Breadth of interest, intellectual curiosity, 
5) Appreciativeness, considerateness, courtesy, kindliness, 
sy~pathy, unselfishness, 6) Cooperation, helpfulness, 7) Cour-
age, 8) Accuracy, carefulness, dependability, dispatch, in-
dustry, perseverance, punctuality, thoroughness, 9) Animation, 
enthusiasm, 10) Fairness, frankness, honesty, 11) Forceful-
ness, 12) Good judgement, discretion, tact, 13) Good taste, 
14) Intelligence, insight, 15) Inspira-tion, leadership magnetis~ 
16) Openmindedness, 17) Purposefulness, consistency, decisive-
ness, definiteness, fairness, 18) Foresight, imaginativeness, 
independence, initiative, originality, progressiveness, re-
sourcefulness, 19) Calmness, conventionality,modesty, morality, 
self-control, sobriety, 20) Cheerfulness, optimis~, pleasant-
ness, sense of humor, 21) Approachability, sociability, 22) 
Thrift. 
The way in which the trainers develop these traits in 
the trainees is as follows. First, each instructor of each 
course in the training program, the plan called for courses 
for a four-year period) could check the list of twenty-two 
traits and contract with himself or with the administration 
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to watch over the development of certain traits in his learn-
ing contacts with his students. These traits were to be 
those which on the one hand were most appropriate ~o his 
course and on the other hand were most interesting and im-
portant to his personality. Charters and Fry reasoned that 
if he thought a trait was important~ he would sell it to his 
students and would be enthusiastically indignant when they 
ranked low in the trait. By this simple technique also~ say 
Charters and Fry, a thoughtful faculty chairman can see which 
traits are not touched~ which are used in a wide variety of 
situations~ and how coverage may be secured. 
Charters and Fry write that it has been found that 
individual instruction in the development of traits is extra-
ordinarily efficient. Briefly, the procedure in such instruc-
tions is as follows: The advisor se~ls the idea of self-
appraisal and self-improvement conferences to the student. 
Preparatory to the first conference~ the student rates himself 
on the twenty-two traits, as does the advisor rate him. At 
the conference the advisor compares his ratings with those 
of the student~ and after discussion~ the two agree informally 
on the studentts score. Then the advisor# with the studedi, 
selects some of the weaknes~es on which the student will work. 
At this point the advisor tells him what he can do in selected 
situations to develop the selected traits. This becomes an 
assignment to be reported upon a couple of weeks later at the 
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next conference. Charters and Fry believe that remarkable 
progress can be made by the use of this simple procedure. 
When a trainee is weak in a particular trait, they advise that 
the fundamental method of improvement is to have the student 
think of what a person whe> has the -brai t strongly developed 
would do in a given situation# and do it. 12 
The writer1 in concluding this chapter~ wishes to offer 
a brief critique of several of these methods. First of all. 
here the leader is not being trained to help groups meet their 
needs. The direction of the training is not to make him more 
sensitive to what goes on in groups and to give him an under-
standing of why it goes on 1 so that he might be best equipped 
to handle it. It does not center any great effort upon the 
leader's needs in terms of skills in effecting relationships 
with groups but rather concentrates little on the groups with 
which he is working (the trainee does :field work all -bhrough 
-bhe course). preferring -bo ooncen-brate on modeling -bhe trainee 
af-ber uthe ideal leader." The -brainee is no-b allowed to be 
himself, bu-b mus-b pattern himself after a leader who possesses 
-bhe ideal -brai-bs in more abundance than he. The program is 
inflexible and restrictive in -bha-b there is li-btle emphasis 
on -bhe individuality of the leader. Leadership becomes -bhe 
property of -bhe nleader -bype.tt This conoep-bion would appear 
12 W. W. Char-bers and Vaughn W. Fry 1 The Ohio S-budy ~ 
Recreation Leadership Training, pp:-26-31. 
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to be an artificial one. A leadership training program, 
among other things, should provide provide persons with skills 
in interpersonal relations so that they may effectively eon-
tribute to a group's realizing its fullest potentialities. 




MORE ADEQUATE LEADERSHIP TRAINING METHODS 
WHICH RAVE BEEN DEVELOPED BY THE SOCIAL SCIENCES, 
AND THEIR APPLICABILITY TO GROUP WORK. 
A Plan of Presentation for the Remainder of the Thesis. 
The purpose of this chapter is two-fold. The writer wishes, 
l) to describe and analyze in as thorough a manner as is 
necessary those research projects and experiments carried on 
in the social sciences which provide techniques, theories 
and methods which are of true practical value to leadership 
t-raining in group work; and 2) to indicate in what manner 
they are applicable to group work. In some oases, this second 
purpose will be fulfilled in t-he presentation or description 
of the experiment itself, since it was performed in a group 
work setting, or one closely allied to it. It should be 
noted also that the ideas presented in e. number of these 
experiments and projects have already found their way into 
group work, and are a vital part of leadership training in 
certain agencies.l 
Also the writer will attempt to indicate those methods 
and ideas which seem most applicable to the training of new 
workers who have little background, as distinguished from 
l See, for example, George Goldmark, ffSooiodrama in Lead-
ership Training, 11 in Leadership Training in the Jewish. 
Center, pp. 5-8;. also Hicks, ~· cit. 
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those which would be more useful in refresher training for 
leaders with background and experience. Certain of these pro-
jects, for example, are titled "re-training projects." Most 
of the methods, however, will have some application to the 
training of leaders, both new and old. All of the methods, it 
goes without saying, must be used with ~~ and ~ expert, 
experienced trainers. 
A good many of the experiments about to be described were 
performed by persons connected with the Research Center i'or 
Group Dynamics at the University of Michigan. The conception 
of the nature of leadership which these social scientists hold 
has already been described. 2 One of the leader's main roles 
in the group is that o:f a "change agent .n This change agent 
w ••• uses his skills and understanding of group development 
and group leadershi-p to improve comparable skills in those 
with whom he works." 3 The purpose of the training projects 
which these social scientists have engaged in is in part to 
turn out leaders who will fulfill such a role. Incidentally, 
group workers should understand the artificial nature of the 
settings in which some of· these training projects took place. 
The exercise oi' leadership or the ~raining oi' leaders may be 
faced by difficulties and limitations in an ordinary group 
2 See pp. 17 and 18 of this thesis. 
3 Kenneth Benne, ffPrinoiples of Training Method,u The 
Group, 10:22-~3, January 1948. 
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work ~etting which would not be present in the setting pro-
vided by the National Training Laborato~y for Group Develop-
ment at Bethel~ Maine~ for example. 
Group Dynamics. Since the writer will here be dealing 
with a portion of the work of the Research Center for Group 
Dynamics, he feels that it is important to indicate what, in 
general, it is concerned with. The term group dynamics, of 
course, has been a source of much confusion. It is spoken 
of as a school. and as an approach, for example. D. H. Jenkins 
points out that it is neither of these: 
Essentially, the term group dynamics describes an area 
of study and research in the social sciences, the ex-
amination of the 1 dynamics of groups• ••• the dynamics 
of the group describe the forces in the group situa-
tion which are determining the behavior of the group 
and its members. When one analyzes the dynamics in 
a group, he examines the forces arising from a number 
of sources. For example, what are the motivations 
of the members ••• ? What direction do they wish the 
group to take? What are the relations among the 
members of the grotlp ••• ? What are the stat us pr ob-
lems in the group ••• ? Do the members have diffi-
culty communicating with each other ••• ? Does the 
group have a clear purpose or goal? These are a 
few of the kinds of conditions from the which the 
forces arise to determine the behavior of the 
group. 4 
Essentially, then, the Research Center for GDup Dynamics 
is founded on the concept, " ••• that the group process is 
4 David H. Jenkins, "What is Group Dynamics?" Adult 
Education Journal,.9:54-55, April 1950. 
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dynamic 6 and that scientific study will reveal the nature of 
that process.tt5 
Lippitt's Experiment in Community Relations Training. 
In 1946 1 some members of the staff of the research center 
served on the staff for a training program in community rela-
tions sponsored by the Connecticut Inter-racial Commission. 
which included, among other things, leadership training. The 
over-all methods may be o£ value to group workers. This ex-
periment is described by Lippitt in Training in Co~~nity 
Relations. 
5 Grace Coyle 1 11 The Relation of the Research Center for 
Group Dynamics to the Practice of Social Work.u School 
of Applied Social Sciences, Western Reserve University, 
Cleveland, Ohio. p. 2. 
For criticism of some aspects of the work of this 
Research Center see: 
Daniel Bell, rrscreening Leaders in a Democracy," 
Commentary. 5;368-375 1 April 1948 1 and Grace Coyl~. 
11 The Relation of Group Dynamics to Group Work, 11 
Journal of the National Association of Deans of 
Women, 12tl04-l07, March 1949. In this last named 
article Coyle expresses her criticisms as follows: 
At present, those promoting the rtGroup 
Dynamics" viewpoint seem to me ••• to be.lacking 
especially in two areas. The understanding 
of the dynamics of individual behavior rooted 
today in the psychiatric approach is not 
included exeept superficially in their inter-
pretation of group behavior. This gives a 
somewhat mechanical and at points arid result ••• 
A second lack ••• is ~ apparent unfamiliar-
ity with certain tiDugh not all basic sociologi-
cal and anthropological concepts which again 
leads to interpretations of social behavior 
without thorough use of modern understanding 
of our culture, its social structure., its 
value systems, its governing myths, etc. 
Ibid • ., P• 6. 
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The system of securing of participants for this course 
need not be dealt with here, as it is different from that 
which would be used in leadership training for group work in 
regular social work agencies. Here, the staff was concerned 
with inter-cultural representation. What is important, how-
ever. is that the staff did attempt, through contacts with 
personnel of the state inter-racial commission, through occu-
pational acquaintances of those who were to be ·participants, 
and through interviews with the participants themselves, to 
find out the needs of these participants-to-be, so that train-
ing could be better geared to them. In addition to this, 
observation instruments were developed, and research observers 
were trained to record quantitatively the most important feat-
ures of the training process. The course itself was held dur-
ing the summer at an educational institution in Connecticut, 
which the group in training was the only one to use, and at 
which there was considerable library material available for 
the participants. The workshop faculty was convinced that 
the training which the delegates themselves felt they needed 
would have to provide the starting point for the training 
process if there was to be adequate motivation for a signifi-
cant educational experience. At the same time, this was temp-
ered by the necessity for these participants to develop new 
insights and skills. Therefore, in their formation of what 
they considered-the course should contain, they took into 
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account both these .factors. The curriculum was subject to 
constant evaluation and ·revision by sta.f.f and members. All 
in all~ there were .fifty to sixty trainees and a staff o.f 
fourteen. In the opening session, the staff attempted to 
give the members as clear a picture o.f Wl.at they conceived to 
be the roles o.f the group leaders~ research ol:serve1-s~ resource 
persons, and the members themselves. What is important here 
is that~ instead o.f trying to communicate this by a speech~ 
they felt it much more useful to demonstrate how one o.f the 
work groups~ which the larger group now present would soon 
be divided into 1 would act while setting up its agenda at its 
first meeting. 
These work groups, of about fifteen members apiece, set 
up with their group leaders their own agenda. During the 
sessions which .followed, the leader tried to establish as 
easy an atmosphere of problem-sharing and problem-solving as 
possible. Various members o.f. the group tried to seduee the 
leader into taking the role of an information-giving expert. 
He would shy away from this, because to accept such a role 
would mean that the whole atmosphere and .function o.f problem-
sharing would disappear in a flash. The problems which the 
work group wished to discuss were listed and assigned priori-
ties, and then discussed in order of importance. Discussion 
was always first directed by the leader into the area of 
diagnosing the problem, and this diagnosis had to be thorough. 
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They found thattwo of the greatest aids in diagnosis were 
"soliloquy" and "reversal of r olea. 11 In the case of the 
latter, the group member pl~ys a role which gets him into 
another person's shoes, so that he can loo.k at situations 
fr.om a viewpoint different from his own. In the case of the 
former, two persons engage in role-playing, involving., for 
example., a parent talkin£; 'PP a teacher, and each of them 
gives a~ides to the group to show what they are really think-
ing,. A research observer was present at each session and 
recorded what went on, and e~ch work group spent some time 
studying its own common ~xp~rience together. In the evening, 
assessm~nt sessions were held for the workshop as a whole. 
The last sessions of the group were concerned with the trans-
lating of what they had learned into action in the back-home 
situation; anticipatory practice of action-steps was held 
via sociodramas., with an evaluation by themselves of their 
performance and diagnosis of the "whys" of weak spots, plus 
further practice. 
The figures on how a trpieal work-group spent its time 
show that it spent 19 per cent of its time in group direction-
setting, 1 per cent in lect~r•, 31 per cent in problem dis-
cussion, 41 per cent in reality practice and the discussion 
of reality practice, and 8 per cent in miscellaneous routine 
activities. Lippitt notes that about 2/3 of the participation 
in these groups was by the trainees, and about l/3 by the 
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training leader. The diagnostic analysis of situations by 
soeio-dramatic techniques was a prominent phase of group 
activity; group self-evaluation and diagnostic study of its 
own process was a daily activity of the workshop with stress 
on generalizations about efficient group process. Also very 
important is Lippitt's statement that in this type of train-
ing. the group leaders were predominantly coordinators of 
discussion and psycho-dramatic practice~ rather than transmit-
ters of information. 6 
There are a number of suggestions which the foregoing 
material holds for group work. Firstly~ effective training 
~ay be more likely to take place away from the every-day 
occupational setting. That is, that when the trainees are 
placed on a noultural island 1 " to use Lewin's term~ they learn 
more easilyJ being in a sense immersed in the subject matter. 
Lippitt writes that, "Getting completely away from the 'regu-
lar cultural with a very different style of living and think-
ing seems to help stimulate a fluid readiness for change in 
the thinking and performance style of the trainee." 7 He 
6 The above represents but a small part of the work 
described by Lippitt in the book, being necessarily con-
fined to that which the writer feels is directly pertinent 
to leadership training in group work. There are many 
implications~ however 1 for group work practice in general 
throughout the entire book, which is eminently worth 
reading. 
7 Ronald Lippitt, Training in Community Relations, p. 253. 
It is interesting to note~hat in one course of training 
for military leaders, the "cultural (continued next page) 
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even advises that in a two week period, for example 1 there 
should not be a return to home for a week-end. If possible~ 
then, group work agencies with summer camps might do well 1 
either before the camp season opens or right after it closes, 
to try to hold leadership training courses in these camps. 
Secondly, it is important to assess as much as possible the 
training needs of the trainees before formulating the course, 
as in order to be real the training must deal with c onorete 
problems which the trainess have a need to meet and solve. 
Third, there should be a study of its own process by the train-
ing group 1 so 'tha-t 'the trainess can become sensitive to group 
processes, 'thereby increasing their potential effectiveness 
as group leaders. Four-th, a large group should be broken down 
into small units of no-t more than fifteen (at most 'twenty), 
for training purposes 1 unless 'this is of course completely 
and absolu-tely impossible. Fifth, leo-turing should be kepi; 
at the barest minimum, while there should be a strong emphasis 
upon reality practice through various types of role-playing, 
so that situations and activities become more closely rela.'ted 
(Cont. from previous page) 
island theory" was tried out, in a sense, with o.c.s. 
candidates who were doing poorly. They were moved to a 
bivouac away from the o.c.s. and there was an improvement 
generally in their learning. See Robert E. Taubman, 
"Special Leadership Training at the Signal Corps o.c.s.,ft 
Journal of Applied Psyohologz~ 31:83-90, February 1947. 
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to actuality. Sixth, the course should be flexible, and 
should be alterable through the decision of trainer and train-
ees. Seventh,. the manner in which the training group leader 
carries out his role is of basic importance. If he provides 
an example of authoritarian leadership, then it is hardly 
likely that the trainees will be susceptible to theories about 
democratic leadership coming from a leader whose actions are 
its very antithesis. They must see it in practice if they 
are really to understand it and apply it. 
The writer feels that some of the methods described in 
this experiment are more easy of application with workers who 
have already had some experience and background in leader-
ship, as there is the necessity of their cooperating with the 
staff in outlining problem areas and job needs. The trainee 
who has had no experience in leadership has no basis for know-
ing these problems and needs. The general approach involved, 
however, is useful with both new and old workers, since it 
stimulates the development in the trainee of the capacity for 
democratic leadership, sensitizing him to the group process 
and his role in it. Finally, a word of caution might be added. 
and that is that constant emphasis on the group and group 
activity during the training period on such a ttcultural island" 
as this type of course envisages, might lead to difficulties 
for some individuals who might react negatively after a certain 
amount of it. Provision in the course for outlets for private 
thought and activity might help here. 
OOSTON UNIVr=RSITY 
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The National Training Laboratory for Group Development. 
Ideas and methods originating with the experiment described 
in Lippitt's Training in Community Relations were further 
developed at the National Training Laboratory for Group Devel-
opment at Bethel., Maine~ which has now become an established~ 
summer institute for those-interested in human relations train-
ing and which is sponsored by the National Education Associa-
tion and the Research Center for Group Dynamics. The part 
of its activities which the writer is most concerned with are 
those developments pertinent to leadership training. In gen-
eral~ the delegates attended two types of groups. In the 
morning they attended basic skill training groups. In these 
basic skill training groups, human relations skills were prac-
ticed., diagnosed.- evaluated., and. repractioed fo·r maximum train-
ing value. Role-playing was thus a method central to .their 
operation. These basic skill training groups ran throughout 
8 the three week training course. Afternoons., clinic groups 
on such things as discussion methods., leadership training, and 
8 The above and the material following is based upon the 
Preliminary Report of the First National Training Labora-
tory~ Group Development.- and the Report of the Second 
Summer Session ~ the National Training Laboratory ~ 
~Development. 
lFor a description of a project similarly structured., 
but compressed into a two and a half day conference., see 
Margaret E. Barron and others, 11 The Vermont School for 
Training in Group Leadership," Adult Education Bulletin.-
12~140-148, June 1948. 
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the like were open to the delegates, who could choose which 
of them they wished to take. These clinic groups ran £or as 
long as the trainees felt was necessary. In the B.S.T. (basic 
skill training) groups, the process of group sel£-study went 
on continuously and~ with the help of research data fed into 
its discussions~ it diagnosed its pr ob lams as a group and pla 
ways of solving these in its further sessions. 
Both in the clinic group and the B.S.T. group the dele-
gates received training which is important for group leader-
ship. The daily evaluation sessions using an observer, com-
bined with role-playing and discussion, brought about sensitivity 
in delegates to group development, which is a~· qua non of 
leadership. These evaluations and feed-back sessions, as they 
are called, developed almost by accident at the training ex-
periment in Connecticut# When delegates, of their own volition, 
asked to be let in on the staff's nightly discussion of what 
had been going on in the groups of which the¥ were members.9 
The staff then incorporated this evaluation system, with the 
group .constantly being informed o£ and discussing its progres:s 
as noted by a group observer, into the regular program. This 
system has been carried on and amplified at the National Train-
ing Laboratory £or Group Development. There are two types.of 
observers aotua lly used. One is called the process observer 
9 Preliminary Report, ~· cit., p. 10. 
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and the other the group reo order. Each of them, e s pee ially 
the group process observer 1 must be thoroughly trained in an 
understanding of the group process. Detached from the group 1 
the process observer can record effective and ineffective 
leader-member behaviors. He acts as a mirror, reflecting 
back to the group its own process and leading the group to 
such as. "How well have we done?" 11 What did we do that cut 
down on o~r progress?ttlO This type of self-evaluation by the 
training group can be somewhat of a shock, and members may 
become extremely defensive. Therefore, fn order to dissipate 
this possible hostility and defensiveness, the observer's 
first comments 1 and even the :n:ajority of his comments in the 
first session or so, should be about the techniques of the 
leader. Because of his experience and understanding, the 
leader will be able to accept these comments objectively, 
serving therefore as an example for the group to copy in their 
own reactions to the observer. Jenkins, who points this out, 
adds that the reasoning of the ~up members may be expected 
to be as follows. flif these comments don't upset the leader, 
who is in a more crucial position than I, I guess my feelings 
of insecurity are unnecessary." Then too, the tone and manner 
of the observer are of great importance. It is best if at 
first he states his observations and especially his interpreta-
tions tentatively~ saying, ,.I felt that ••• " "Don't you think ••• " 
10 Barnes, ~· cit., pp. 44-45. 
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Then, group members can reject these interpretations without 
difficulty if they are emotionally unready to accept them. 11 
T~is self-evaluation made the delegates much more amenable 
to training. It helped give him. a picture of what makes for 
group progress and how problems hindering it may be solved 
by a group. The individual trainee also comes to understand 
the member as well as the leader role, and notes the importance 
of good membership as well as good leadership for group pro-
gress. As a future leader. he sees the advantages of the type 
of group process which is characterized by open-mindedness. 
acceptance. and cooperation. In the B.S.T. group. as Benne 
writes: 
The delegate found himself in a group where others 
were admitting publicly their need for help, where 
need for help was not taken as a sign of weakness. 
where ability to cooperate in giving help was in-
creasingly the style and expectation of the group. 
Delegates learned that in such an atmospnre object-
ive self-diagnosis was promoted, ego-defensiveness 
reduced. that cooperative thinking produced more 
adequate solutions of problems than the thinking 
an individual member could do and that group deci-
sions-to-change supported and reinforced individual 
decisions-to-ohange.l2 
Delegates were made a part of the continuous process of 
criticism of training methods. At the end of each meeting, 
11 David H. Jenkins, ffFeed-back and Group Self-evaluation," 
Journal of Social Issues, 4l57-58 1 Spring 1948.-
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£or example, each delegate was given an end-of-meeting sugge~i 
slip, in whioh he was asked to cheek o££ how he felt about 
the meeting, what he £e lt were its weaknesses and strong 
points, and what improvements he would suggest.l3 The structure 
o£ the training just described is a rather complex one. The 
trainees are not given help in the ~orm o£ information, but 
rather are placed in group situations in which reality is 
constantly being approximated. With the training group leader 
acting as a resource person, they work together as a group 
to· solve the problems in that situation. It is not a clearly-
defined situation, in which the trainer can constantly point 
out the right road, and it is purposely not so. Bradford, in 
describing developments at the training laboratory, emphasizes 
this £act, pointing out that both in the area o£ group leader-
ship and in the area o£ inter-personal relations skills, train-
ees should early be made cognizant o£ the £aot that there is 
no successful, simple set ('ff' techniques available. The train-
ing methods must never stop at the simple bag-of-tricks 
level. 14 
The essence o£ leadership training at the National Train-
ing Laboratory £or Group Development has been pointed out by 
13 David H. Jenkins, "Feed-back and Group Sel£-evaluation,rr 
~· cit., p. 56. 
14 Leland P. Bradford, nHuman Relations Training,tt The 
Group, 10:5, January.l948. 
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Barron and Krulee~ who note that the essential aim was to 
develop democratic leadership in the trainees~ through giving 
them a thorough and effective experience in a democratic 
group: 
The faculty desired to develop democratic leadership 
in the delegates. Because of their belief in 'the 
necessity for democratic leadership and in its 
effectiveness, they attempted to give the delegates 
an experience in a. democratically run group, 'to 
improve their ability to analyze such an experience, 
to give them practice in working within such a frame-
work, and to improve 'their ability to train others 
in a similar fashion. To accomplish these objectives 
the faculty attempted to develop the responsibility 
of the group for its own operations and to set up a. 
permissive si-tuation in which the members could 
accept this responsibility. Thus the faculty member 
hoped to be used mainly as a resource to the group. 
The faculty believed that learning would be maxi-
mized because the members would be highly motivated 
and the abilities and experiences of the members 
would be utilized effeetively.l6 
Most of the implications and suggestions for leadership 
training in group work found in the fore going materia 1 are 
a reaffirmation of those found in the experiment in Trainin~ 
in 0 ommuni ty Re 1a. tiona in C onne oti cut. (See pages 45 a.nd46,7,8,9 
of this thesis.) It does, however, furnish some additional 
hints for the 'training of leaders in group work. The first 
of these is that there should be an opportunity for the leaders 
in training, be they new or old leaders 1 to give vent to 
their feelings and opinions of each meeting of the training 
course through an en-of-the-meeting slip, such as 'that described 
15 Margaret E. Barron and Gilbert K. Krulee, "Case Study of 
a. Basic Skill Training Group," Journal of Social Issues, 
4:113 S rin 1948. 
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earlier. Secondly# it is important for the trainees to be 
helped to understand, almost from the beginning of the course# 
the faot that leadership is a complex function in which there 
is no simple key to every situation. One cannot learn leader-
ship through being taught how to use certain techniques or 
tricks~ as Bradford calls them. It is developed only as the 
trainee experiences it himself and has a chance to practice 
at it in a situation simulating reality; each situation in 
which leadership is operative has certain distinctive features# 
and trainees must be sensitized to be aware of this. Thirdlz, 
this material suggests that the leader act as a guide and 
helper to the group# rather than as an expert, who trains the 
group members to be leaders by pointing out the answers to 
leadership problems. The trainer does not have answers. Re 
helps the group in its own cooperative endeavors to find the 
answer# and initially it is his task to stimulate such coopera-
tion. Re influences the group by helping them to understand 
what is involved in p:oblems but he does not manipulate them 
by forcing them to act along the lines which he believes will 
solve the problem. He must have the ability to say, "I don't 
knowtt and must not allow himself to turn into an "answer man" 
for the training group. His influence is exerted through, 
for example~ such things as the insights which he exercises 
in helping the group to create socio-dramatic situations which 
will involve problems important and common to the practice 
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of leadership in group work. Fourth 1 an important means of 
group self-evaluation is the use of a process observer and 
recorder. It is important that these persons be thoroughly 
trained in an understanding of the group process. They share 
the ~adership function in the group 1 providing insights into 
group behavior and the motivations behind it. Finally1 leader-
ship training in group work should emphasize the development 
of the training group into a cohesive, cooperative unit, so 
that the trainees who will later be leaders will be able to 
understand the tremendous importance of the membership of a 
group. As group members rather than leaders during the train-
ing period, they are also able to develop some feeling for 
what it is like to be a group member 1 and consequently will 
be more sensitive to group members' needs once they are leaders 
Bavelas' Training of W.P.A. Recreation Leaders. Some 
experiments using the methods of social science, as was noted 
earlier, have been done directly in a group work setting, or 
in settings very similar to it. One of these has been written 
up in several different journals, and has caused a great deal 
of interest in the subject o:f' leadership training on the part 
of social scientists. This project was carried out by Alex 
Bavelas with W.P.A. recreation leaders as the trainees. 16 
16 Articles dealing with this experiment are, Alex Bavelas 
and Kurt Lewin 1 «Training in Democratic Leadership," 
Journal of Abnormal and Social Psychology~ 37;115-119 1 
January 1942. 
Ronald Lippitt and Kur'ti Lewin, uimplications for Recent 
Rese n 
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Actually1 this may be more aptly termed an experiment in re-
training leaders 1 as the subjects were all leaders with some 
experience. 
Bavelas picked out six leaders in craft work and recreation 
from among these W.P.A. leaders. All o~ them had been in 
their jobs three to five years 1 and all of them had also been 
rated low in job performance by their supervisors. They 
ran gad in age b a tween thirty-five and for ty-:ti ve. The e:x:peri-
ment was aimed at retraining these leaders so that their job 
performance would go from poor to good·. Bavelas was not con-
tent simply to accept from the supervisors the rating of 
these l~aders so 1 in addition 1 he observed directly how they 
handled their groups. He looked for such facts as~ 1) How 
frequ~ntly and in what proportion they commanded the children. 
2) How frequently and in W-nat proportion they made decisions 
for them. 3) How frequently and in what proportion they stimu-
lated them to take initiative in discussions and activities. 
After this, the six leaders were paired by means of rating 
scale and ·life history data. The :tairs were then split to 
form an experimental group of three which was trained~ and a 
control group of three which was not trained. Each person 
in the experimental group had a counterpart in the control 
group. By me an s of this mat o hi ng pr o c e s s 1 t he s o cia 1 scientist 
Group Work in War Time, pp. 29-37. 
Alex BavelaB; 11 Morale and the Training of Leaders," 
Civilian Morale~ Goodwin Watson (ed.)~ pp. 143-165. 
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seeks to control the project. In other words~ if the experi-
mental group shows a definite improvement in work after the 
training period~ the trainer wants to be as sure as possible 
that this is due to the training, .and not due, for example~ 
to the fact that the trainees in the experimental group 
happened to have a definitely higher I.Q. than those in the 
control group. Thus, he tries to see to it that each of the 
individuals in the exper~mental group has a counterpart in 
the control group who possesses about a similar I.Q. and is 
quite similar to him in regard to other factors or variables 
which are crucial to the experiment# such as education, for 
example. (Whether they both had similar color hair, say# 
would not be a crucial variable in this experiment# and con-
sequently there is no need to match the persons involved on 
The experimental, or training group was trained for twelve 
days, for not more than two hours on each day. During thi·s 
time both the training group and the control group continued 
to work at the recreation center. The training method which 
Bavelas employed was based upon the assumption that democratic 
methods of leadership are not learned by lectures or confer-
ences, nor on the other hand are they learned by supervisory 
correction of the on-going job through supervisory conferences 
17 This type of social science experiment will be discussed 
at gr~ater length in connection with the evaluation 
of the results of training in the next chapter. 
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The trainer took the role of a group leader whose conduct 
had to be illustrative of the type of leadership the trainees 
were learning to use, and then help the group learn to observe 
and analyze the actual group experience they were having to-
gather. Also~ Bavelas incorporates; 
Although the trainer had a definite program~ the 
particular course of each meeting was not predeter-
mined. No systematic series of 'lessons~' his pro-
gram was rather a consideration of high points which 
should not be overlooked. In many o:f the problems 
discussed, particularly those involving local or 
organizational factors with which the trainer was 
not :familiar. the group made its own way ani 8 developed the specific techniques required. 
Lippitt and Lewin re~ognized six main aspects of the 
training method Bavelas employed.l 9 A.) Recognizing the 
distinction between attitude training and leadership techniques 
training--the objectives and philosophy o:f recreational group 
work were thoroughly explored before attention was turned to 
specific techniques o:f leadership. B.) Helping leaders to 
become sophisticated observers of the meaning of social 
behavior--untrained leaders tend to think o:f the qualities 
of good leadership in terms o:f such traits as tolerance~ 
patience and good discipline. An important point in the 
training was to help the group become aware of the haziness 
o:f these concepts. This was done by developing with the 
18 Bavelas~ "Morale and the Training of Leaders," 2..£• cit., 
pp. 158-159. 
19 Lippitt and Lewin, op. ~., pp. 33-35. 
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group a eheck-list with criteria for the observation of lead-
ers on the job, including their own course leader. This 
check-list contained categories of performance that could be 
objectively agreed upon, rather than the original vague 
criteria with which they had started. c.) Making objectives 
concrete and consistent--discussions of this eventually led 
to the study of the means of attaining objectives, that is, 
leadership techniques. D.) Focusing the training upon leader-
ship techniques rather than program tricks--trainees first 
observed the trainer leading a group of children, and later 
observed one another. After each observation period they 
discussed and evaluated the procedures they had observed. 
The trainer also used the training gro~p as "children" and 
deliberately employed good and bad leadership techniques with 
them, followed by a discussion of his behavior. At first 
they didn't notice, but later became very sensitive to changes 
in group atmosphere. They also saw films of leaders at work 
and discussed them. E.) Broadening the perspective of the 
leaders. Periodically the trainer tried to turn the atten-
tion of the group toward the larger social setting in which 
they worked and to bring about discussion of the relationship 
between their leadership objectives and the broader social 
objectives of the community and culture. Bavelas says that 
this brought results in terms of increased self-respect and 
higher morale. F.) Helping leaders to become objective 
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observers of their own behavior. Throughout the training 
sessions the trainer set an example of critical self-evaluation 
and invited observation of himself. This created attitudes 
of interested self-evaluation among the trainees. 
After training, a comparison between the leadership 
activities of the experimental or trained group and the control 
group showed that 1.) The trained leaders used authoritarian, 
direct control methods very much less than they had previous 
to training. The untrained leaders had not changed their 
methods, or had become worse. 2.) The trained leaders shifted 
from what Bavelas calls "classroom techniques" to "group 
methods." 3.) The morale of the trainad leaders gl"eatly im-
proved# while that of the untrained leaders did not improve. 
The success of the training program was reflected in the new 
re a.cti on.s of the children to the trai na d leaders. There was 
a. doubling of the number of children attracted to participa-
tion in their groups; their activities now were characterized 
by enthusiasm and persistence# and efficiency increased# as 
did self-discipline. 20 
20 Ba.velas and Lewin, op. cit., p. 118. 
It should be n~t!d that-although this experiment is a. 
valid one# a.ndll~ evident that the writer of this thesis 
definitely con~iders it so, generalizations from it 
should be understood as being of a. tentative nature, 
since the type of social science experiment, the so-
called projected experiment, of w~ich this is one ex-
ample, requires a number of repetitions before tba stage 
of reliable generalizations and dependable predictions 
can be reached. This is a definite tenet of modern 
social science. See F. Stuart Chapin, Experiment;al 
Desi ns in Soeiolo ical Resea.rc · 
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The experiment just described suggests a number of things 
for group work which are evident to the reader in the very 
description of it~ since the experiment was perf~rmed in what 
was very close to a group work situation. The writer wishes 
to state these suggestions again 1 however, in concise form. 
He is not including~ of course, suggestions from this experi-
ment 'Which are similar to those from experiments already 
described, and which he has already listed. 1) Training should 
first be concerned with helping the trainee to explore the 
objectives of group work itself. The techniques of leadership 
which trainees lear.n have little meaning unless they understand 
the ends, for the attainment of which these techniques are 
employed. 2) The training group must be helped to discuss 
the nature of leadership and come to understand the haziness 
of that thinking which conceives of leadership·as made up of 
traits suoh as patience, courage, and the like. Trainer and 
trainee should develop a check-list with categories for leader-
ship performance that they oan agree upon objectively. 3) 
Films and the observation of· each other while leading a group 
are helpful in training. 4) The trainer can himself purposely 
exhibit both adequate and in~dequate leadership behavior, in 
order to stimulate the training group's thinking~ and to 
sharpen up their recognition of 'What constitutes adequate and 
inadequate leadership. 5) The train~ can develop higher 
morale if the trainer discusses with them the relationship of 
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the work which they are or will be doing for society as a 
whole. In this way they come to understand that their work 
is important and they are able to see the value of the contri-
bution which their leadership makes to the lives of the persons 
with whom they work. 
Bave las' Training .£!:. ~ Scout Trainers. The sub jeet 
matter of this section of the chapter is a bit different from 
that of foregoing sections, since it will deal briefly with 
the training, not of leaders. but rather of the trainers of 
leaders. The experiment involved was conducted~ again, by 
Bavelas. Those involved in it were trainers of the adult 
leaders of Boy Scout troops. The project is described by 
French2l in an issue of The Journal of Abnormal~ Social 
Psychology. Its purpose was to teach the trainers how to 
produce more effective democratic scout-masters. The philoso-
phy behind it was that a leader must experience during the 
training process the kind of leadership and the style of group 
living which it is hoped he will use as a leader. In this 
case~ also~ Bavelas' feeling was that in order effectively 
to change the actual behavior of a leader, he must receive 
some on-the-job training which permits the trainer to influence 
his behavior in the real-life situation. The e our se lasted 
for five meetings and covered a total of thirteen hours. Two 
21 John R. P. French, Jr.~ "Retraining an Autocratic Lead-
er," Journal of Abnormal and Social Psychology, 39~ 
224~238, Apriy-1944. 
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and a half meetings were given over "ho discussion me"hhods wi"hh 
"tihe leader using democratic methods in leading a group dis-
cussion. One and a half meetings· were given "ho role-playing;22 
the last; meeting involving on-"tihe- job "hraining. As for -t; echnique 
and con"hent.,. "tiopics such as the insecuri"hy of new scou"hmas"hers., 
their training needs., and the value of group discussion in 
mee"hing "hhese needs were dealt; with; in general a friendly 
equali"harian "hype of interaction was established. The trainer 
placed a great; deal of stress on helping -t;he group members 
learn how to lead group discussion. Specific leadership 
techniques such as avoiding an irrelevant ques"hion by post-
poning it., or watching the group for reactions such as head-
shaking were also considered. Most impor"tian"h was the trainer's 
frequent use of his own behavior of "hhe reac"hion of the group 
as examples to be studied.· In the middle of "tihe third meet-
ing., arter a high level of discussion had been obtained., role-
playing was introduced. Smith, an unsuccessful autocratic 
leader, was asked to take the trainer•s place and to lead for 
about ten minutes. Then the trainer of the group pointed out 
his mistakes. after which the group did the same. Following 
this. each of the group members began to take turns leading. 
The group began to lose self-consciousness. Then Smith led 
again., applying "hhe suggestions and criticisms which bad been 
made. There was definite noticeable improvement in his 
22 The various asp~::~cts and types ot· role-playing will be 
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leadershi p 1 and this was praised by both the trainer and the 
group. It wi 11 be noticed that the trainer himself' 1 Bavelas, 
that is 1 played three roles while working with the group. 
A) When group members took the role o£ trainer, he took that 
of a tt green" scoutmaster being given leadership training by 
this trainer. B) Also during these times he would frequently 
drop his role oi' group member and act as a coach 1 making sug-
gestions and criticisms parenthetically to the person lead-
ing. (He even used nmimicry" in order to indicate what he 
considered inadequacies in the person leading'~ behavior. 
This is a form of' "complacency shock," a technique which will 
be discussed in a later section o£ this chapter.) C) He acted 
as a discussion leader, leading at the end of each period of' 
practice leadership a discussion on the techniques that had 
been used, their effects on the members of the group, and ways 
of improving t~em. At the fourth meeting, the members spon-
taneously asked for role-playing. Smith again acted as leader 
first. At the last meeting, the group observed the first 
session of' Smith's own training course, which prior to his 
own training, he had been quite unsuccessful w.ith, due to his 
addiction to authoritarian methods of leadership. The group 
then discussed its observations of' Smith 1 s present techniques. 
They were a definite improvement over those he had used in 
the past. 
This experiment, in addition to pointing up suggestions 
which have already been listed in this thesis, offers several 
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other hints as well for group work leadership training, in 
this ease for a course involving the training of trainers for 
group work leaders. First, the eour se should involve a dis-
cussion of the needs of persons who are new to leadership 
and are undergoing training. Second, it should make use of 
group discussion and impress upon these trainer-trainees the 
great value of discussion as a method in the training of lead-
ers. Third, in addition to the use of role-playing and socio-
drama to approximate real-life situations, which gives the 
trainee a chance to practice in an almost real-life situation 
without experiencing the repercussions from failures that 
occur .in it in actuality, the trainer should be versatile 
enough to play a variety of roles himself, now acting as a 
group member, now pointing out adequate and inadequate be-
havior, and now acting as a discussion leader. These three 
suggestions of course may also be applied directly to the 
training of leaders as well as to the training of the trainers 
of leaders. Finally, this experiment indicates how the course 
of training may be focused somewhat more on the retraining of 
one leader (in this case one trainer of leaders) and reform 
and improve not only his leadership behavior in so doing, but 
also that of the training group of which he is a part. Focus-
ing a great deal on one leader sharpens up the observational 
abilities of the group. At the same time, this should not 
be done in the case of a trainee who is raw and utterly new 
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to leadership, as this can. in a sense, crush him. but it 
might be used by an expert trainer with a leader who is under-
going retraining~ after the course has begun to stimulate him 
to "start to seek help i~ bettering his leadership abilities. 
Summary Articles ~Leadership Training. Material has 
been published by social scientists which has summarized 
theories and conclusions reached through projects dealing with 
leadership training. The contents of two of' these, as will 
be quite evident shortly. bear directly on group work leader-
ship training. The first of' these is an article by Ronald 
Lippitt of' the Research Center for Group Dynamics. entitled 
"From Domination to Leadership.n23 The second was published 
by the Research and Statistical Service, the social science 
research arm, so to speak, of' the Boy Scouts of' America.24 
Lippitt, in discussing the results of several leader-
training programs, lists the following implicit objectives 
of what he calls these new departures in training: A) Training 
group members must be helped to overcome their complacency 
in regarding themselves as adequate interpreters of human 
2 3 Ronald Lippitt, "From Domin at ion to Leaders hip, 11 Journa 1 
of the National Association of Deans.of' Women, 6: 147-
152:--;lune 1943. 
24 Research and Statistical Service and Volunteer Train-
ing Service, "Scouting f'or Facts About Training of 
Scoutmasters,~ Boy Scouts of' America, December 31. 
1945. 
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relations • They have to b ec·ome aware o£ their need to launch 
on a technical and objective exploration of leader-group 
relationships. B) The trainees need to be helped to make a 
transition from the usual starting point of regarding the 
trainer as an "expert If who wi 11 "te 11 them, n t 0 a stage o£ 
developing their own training agenda on a basis of an increas-
ing sensitivity to their o~ felt needs £or training in certain 
areas. 0) The trainer must help the trainees through labora-
tory experiences to become sensitive observers and evaluators 
of leadership performance. D) The trainer must provide a 
genuhe experience in d emooratic group living for the trainees 
at their meetings, with practice in analyzing this common 
group experienoe 1 to give real meaning to verbalizations 
about democratic leadership. E) The course should help the 
leader to overcome two temptations in his wor~ with groups. 
One, the temptation to be a benevolent autoorat 6 to meet the 
expectations o£ the group he leads, and two, the temptation 
to use democratic methods to manipulate the group toward lead-
ership-selected goals, rather than as a means o£ stimulating 
the group in a venture o£ self-discovery, goal-setting and 
execution. F) The training program should help each trainee 
to develop criteria for evaluating his own success and progress 
as a leader o£ a given group. 
The methods for achieving the above ob je cti ve, Lippitt 
lists as the following~ 1) The trainees must be sensitized 
to their inadequacies as understanders of group behavior, and 
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they need to develop a readiness to do something about their 
lack of skill in observation. The best way to do this, 
Lippitt says, is to develop a check-list as to what a good 
leader is, and then have the whole group look at a leader 
and each check him off. Then the trainer should have the 
trainees compare their evaluations and each will see that he 
saw something almost totally different from the others. In 
this way, the group member discovers that what he saw is not 
necessarily what really happened. Lippitt calls this "social 
perception shook." 2) Iri order to help foster objective 
leadership evaluation, the course leader should put himself 
on the spot by taking a sample of his own group management 
as a subject of criticism. After this has been done~ it is 
usually possible to turn the group•s interests safely toward 
an analysis of its own group process~ with a process observer 
helping through recording the pattern of group discussion. 
3) By now, Lippitt notes, the group should be feeling more 
freedom and belongingness. Thus, members may come to discuss 
personally with the trainer just why they tim it hard to 
play an active part in the interaction pattern of the group, 
and may seek to find help to overcome their insecurities in 
group participation. 4) If this is the o ase .. the group can 
now become the stage for role-playing. For example, the 
group may send one member out of the room and decide they are 
going to be a club planning a party, and he is to be the 
leader. They call him back, sketch in the situation for him 
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briefly, end the planning of the party then develops spontane-
ously. A discussion follows as to the way the leadership 
situation was handled. 6) By no~. Lippitt feels. very frank 
discussions of one another become possible in terms of the 
critical evaluation of the roles they play in the group. Also, 
by this time usually, cooperative development of the agenda 
for future sessions has become accepted seriously as a group 
responsibility. Lippitt states that all training groups which 
have gone through this experience feel the need for working 
out some kind of technique to evaluate their own leadership. 
and concludes by citing from one check-list developed by a 
training group for this purpose. Part of this check-list reads 
as follows; A) Is the direction of the group discussion chang-
ing from a leader to member pattern. to a member to member 
pattern? B) Do things move along with me (the leader) doing 
less talking than I had to do in the beginning? C) Do I find 
it increasingly easy to relax and not feel I have to have the 
answer, or let them know that I know the answer? D) Am I 
thinking more and more about how to draw certain members into 
the discussion and how to interpret members' remarks to one 
another rather than worrying about pushing on with the official 
subject matter for the meeting? Lippitt's opinion is that 
the size of the training group should vary from eight to 
twenty~ at the maximum. A training session should last from 
one and a hal£ to two hours. 
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The material contained in the publication of the Research 
and Statistical Service of the Boy Scouts of America.-25 cited 
earlier .. is based upon a study and analysis of fifteen train-
ing courses for scoutmasters. Forty scoutmasters in all 
were involved .. and ninety was the number of meetings covered. 
Geographically .. the courses were given in w.tdely scattered 
areas,. such as New York City .. Iowa City .. Springfield,. Massa-
chusetts. and Detroit 1 Michigan. The principles concerning 
leadership training discovered in this study are said to be 
the following: 1) The method of practicing or learning by do-
ing is a superior method of training. 2) The method of course 
members contributing through discussion and reporting is also 
a superior method, especially in teaching how to trrun a troop .. " 
i.e. lead a group. 3) The method of course members listening 
to a lecture or explanation is in itself a poor method. It 
is useful, however,. if combined with one or both of these 
other methods. Much depends on the type of lecture and its 
place in the sequence of experiences. 4) Trainers should pay 
particular attention to what topics the members want in a 
training eourse 6 and to what problems they have. 5) To make 
sure a certain activity or topic is well learned.- it should 
be presented several times in a training course. 6) It is 
important to teach any given activity or topic by a variety 
of methods. Superior results are obtained by using two or 
2 5 "So outing for Facts about Training of Scoutmasters 1 n 
o • cit. 
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more of the methods of practicing, discussing, explaining 
and demonstrating. 7) Among the activities with high morale 
value are recreation (games and songs), recess (time out for 
friendly relaxation), and dealing with individual scoutmaster 
problems. 8) Subjects with low morale value are such things 
as fundamentals of scouting, history, ideals (etc.), and troop 
mechanics, (record system and budget). These, the research 
service feels, should be put toward the end of the course. 
They must be presented in a lively manner. Routine announce-
menta should be reduced to a minimum. 9) Course members should 
know what is coming, and should be permitted to share in the 
planning of' course activities. 10) Scoutmasters with over a 
year's experience in leading are likely to resist benefitting 
from a course, as will scoutmasters who feel their troops are 
running fairly smoothly. Trainers should find out in advance 
how resistant to the course their trainees are apt to be. 
11) Trainers should give member·s plenty of credit for their 
ideas and performances. They should avoid talking down to 
them as experts to ugreenhorns." They should let criticism 
of the members come largely from other members rather than 
from course leaders. 12) Trainers should go out of their way 
to be friendly with course members and to encourage a friendly, 
informal feeling among the trainees. 13) Any lecturing which 
is done must be the sort that encourages discussion and does 
not stifle it. 14) There is some indication that explaining 
the value of an activity should follow the practicing of' that 
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activity1 instead of coming first. (This would seem somewhat 
of a surprising departure from usual practice 1 and the research 
service explains the reasons for it as follows: as noted in 
some of the traini~g projects 1 first the trainees had a good 
time doing something. Second~ the theory or value of what 
they were doing was explained. Usually 1 the explanation comes 
before the practice; by putting practice first~ the leader's 
l t. i d . id . 2 6 exp ana ~on acqu re ~ ~ v~v mean~ng. 
By the word morale~ as used with reference to the character 
of a training eourse 1 the research service means a phenomenon 
made up of three components: A) Interest, that is, the amount 
of attention paid by the trainees. B) Enjoyment 1 the amount 
of pleasure or fun the members seem to be having. C) Friendli-
ness, the amount of warmth the trainees show to each other. 
Observers of these courses rated these components minute by 
minute. The research service describes in this publication 
the differences between high morale and low morale courses. 
They noted that training procedures with high morale value 
were more likely to produce improvements than those with low 
morale value. Observers found that high· morale co-urses started 
out with course member participation and tended to stress con-
crete topics at the be ginning. Low morale c our sea started out 
with course members listening passively and tended to stress 
abstract topics at the beginning. At one point this publioatio 
26 Ibid.~ p. 27. 
delineates the types of differences in the characteristics 
of high and low morale leadership training courses 1 by oompar-
ing one specific high morale course with another specific low 
morale course. Course "C," o:f high morale value, spent 48 per 
cent of its time on practicing 1 such as games. skills. and 
planning a hike. Having scoutmasters contribute through dis-
cussion took up another 20 per cent. Together, these methods 
of member-participation took up about 70 per cent of the course 
time. This course ranked first in the amount of doing. Even 
topics such as "running a troopn (Troop officers, program 
planning) were taught primarily by having members actually do 
these things. Course rtE" spent the majority of its time, 
67 per cent, on lecturing. Twenty-eight per cent of its time 
was used in members contributing through discussion, while 
. 
only 5 per cent of the time was spent in practicing. This 
course ranked highest in all courses in the amount of time 
spent in lecturing. It ranked next to the bottom in the amount 
27 
of practicing. 
The observers also noted th~t in a high morale course, 
the trainer played down the idea that he was an expert. He 
attempted to get a :friendly feeling started at the first meet-
ing by making sure everyone knew each other, and encouraged 
after-meeting bull sessions at the local drugstore. At the 
low morale course, for example, the two trainers sat at one 
27 Ibid.~ p. 8. 
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end of a long table~ while the trainees sat at the other end~ 
emphasizing the distinet.ion between them. 
This publication offers the interesting recommendation 
that one important and valuable way in which the specific 
problems of adult troop leaders who are to be trained in 
leadership may be found out by the trainers before the be-
ginning o:f .the course is to 11 go to the scouts 11 who are them-
selves members of the troops led by these trainees-to-be. 
The research service suggests that with the cooperation of 
the scoutmaster who is to be a l&adership trainee~ a question-
naira be passed out to all his troop members. This question-
naire is constructed quite simply and consists of two parts.· 
The first part tells the scout who is to fill it out, that 
its purpose is to_ make the troop better. The first two sent-
ences read, 11 We want to make our troop just as good as it can 
possibly be, so we wi 11 all have a good time and be proud o£ 
the troop. To make it better, we need to know what things 
about the troop aren't so good, and what things keep you 
away from troop meetings. 11 Instructions as to how to £ill 
out the questionnaire follow. The second part is the question-
naira itself, constructed like a simple true - false test. 
For example, part o£ it reads: 
TF l. 
T F 2. 
T F 3. 
T F 4. 
Our meeting room is too small. 
Meetings are held on a bad night £or me. 
We don't have Patrol meetings often enough. 
The Scoutmaster lets the kids get away with 
anything. 
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T F 5. There are not enough kids in the Troop who are 
my age. 
T F 6. My parents think I get home from meetings t 00 
late. 
T F 7. My Patrol Leader isn't so hot. 
T F 8. I don't like the way Scout Requirements are 
taught. 28 
There are other statements dealing with the degree to which 
the boys themselves have any say in planning the program~ 
dealing with the types of activities and with the question of 
the scoutmaster playing favorites~ and others of a similar 
sort. When the results of the questionnaires on all the 
scoutmasters involved are tabulated, the trainer, in analyzing 
them, is able to get a fairly sound idea, in a pre linl.inary 
way, of the training needs of the scoutmasters whom he is to 
train. It should be understood, of course, that th·e trainer 
should develop some instrument for checking the reliability 
of these results. One means may be to readminister the ques-
tionnaire shortly after it is first administered, say a week 
later, to see how closely the answers correspond. Each boy 
might be given a number to put on his que sti onna ire, for 
example, and the trainer could check whether the answers on 
questionnaire number three on February 20th corresponded to 
those on questionnaire number three on February 27th. It is 
obvious that this same type of system can be applied in a 
settlement house or community center, for example, to.asoertain 
the training needs of those persons about to enter a leadership 
course, who are already leading groups. 
28 Ibid., P• vii. 
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Training Methods~ Possible Use~ Large Groups. It 
was earlier pointed out that training groups should be small 
in size~ probably not more than fifteen to twenty members. 
The writer of this thesis also noted~ however, that certain 
methods might be used which would enhance the chances of 
training being effective, even in groups which are unavoidably 
very large, groups "Where 100 per cent audience participation 
cannot be secured by ordinary discussion methods. Some hints 
as to these methods may be secured from the reading of an 
article by Leland Bradford entitled, nLeading the Large Meet-
ing.n29 Although Bradford is writing about a large meeting 
at a conference, certain of his ideas might be applied to a 
short leadership training course, for example. Bradford 
suggests that a role-playing scene be set up dealing with a 
problem important to the group at the meeting. It then should 
be performed before the gro~p. Prior to this, the person 
directing the proceedings should break the audience into about 
four sections or groups~ each to observe the scene critically 
from a different angle; if the scene deals with securing 
participation in discussion, for example, one group might 
look for instances of withdrawal. At the end of the scene, 
each of these four observer groups are further broken up into 
smaller nbuzzn groups, to enable each ~arson to participate 
29 Leland P. Bradford, ffLeading the Large Meeting,n 
Adult Education Bulletin, 14::· 38-50, December 1949. 
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in determining the most important observations made by each 
team. These should be listed on the blackboard by the person 
in charge. After this, he and another resource person should 
discuss these observations and add their own, suggesting a 
better approach. The scene should then be replayed to test 
the new approach~ and the reactions of the audience again 
should be secured. Foll·owing this, a summary should be ma~e 
by the resource person to crystallize new insights gained. 
Post-meeting reactions sheets on the meeting should be filled 
out by the group before they leave. 
In the case of an agency which has a large group to which 
it wishes to give at least a certain minimal amount of leader-
-ship training and which it finds impossible to break into 
smaller groups, the methods just described may prove to be 
the most efficacious. The agency might hold as many sessions 
as it finds practicable and fruitful, centering each meeting 
around a role-playing situation dealing with a matter crucial 
to leadership - one on the question of how to maintain a 
democratic atmosphere, an other on the problem of indi vidua li-
zation, for example. In each case, the large group can be 
broken down in the manner described above, into observation 
groups, and then into smaller "buzz" groups, so that each 
person will be able to participate. The rest of the pro-
cedures should be patterned after those described by Bradford. 
In this way, even a training group of fifty or more may be 
trained with some degree of effectiveness. 
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Resistance to Training. In the case o:f all leadership 
training courses~ trainers should be aware of possible resist-
ance on the part of trainees. This has been pointed out al-
ready in connection with the work done by the research service 
o:f the Boy Scouts of America. It should be re-emphasized 
here. Lippitt, in the training program in Connecticut, which 
was described earlier, noted that, " ••• certain perceptions 
of one's own status and occupational role tended to diminish 
personal openness to the training program.n30 Added to this 
is the fact that the conception of training commonly held in 
this society is that of the trainer supplying answers to 
problems and considering training complete when "correct" 
answers can be verbally communicated by the trainees. 31 These 
are actually the two main general problems involved: The 
belie£ of many persons of experience and with prestige in a 
:field, that they can learn little that they don't already 
know from a training course, and the confusion and defensive-
ness among traiD$s who have never been exposed to training 
which places the major responsibility for their learning upon 
their own cooperative effort as a group. The research service 
of the Boy Scouts of America feels that the best solution to 
the first problem is to secure these persons for training 
before they become so experienced. Also, they suggest that 
30 Lippitt, Training in Community Relations, ~· cit., 
p. 2 36. 
31 See Barron and Krulee, ~· ~·~ p. 14. 
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if' possible, trainees should be split into two groups,. the 
experienced and the inexperienced. As regards the second 
problem, this must be handled continuously by the trainers 
who,. through their own actions, can help the group to see the 
benefits of and the reasoning behind such training methods. 
Perhaps another means of overcoming resistance because of it,. 
is the continuing day-to-day and hour-to-hour exper ie nee of' 
the trainees with these methods, so that gradually they come 
to see their value. Perhaps the most effective single method 
developed to counteract resistance, if used carefully, is 
"complacency shook." 
Complacency Shook. One technique Which has been developed 
by sooial scientists who have been engaged in the study of' 
group dynamics which can be of definite help in overcoming 
resistance to training was mentioned earlier. It is called 
"complacency shook." Bradford and Sheats have described its 
use in an article in the second volume of Sociatry. 32 They 
f'irst point out that before effective training can occur, 
help has to be given to the potential trainees to enable them 
to move £rom clutching the status quo to developing an interest 
in change. They feel that such help must be based on a diag-
nosis of the reasons for which trainees cling to the status 
quo and do not wish to oha.nge. According to these writers 
32 Leland P. Brad£ ord and Paul Sheats, uc omplaeency Shook 
as a Prerequisite to Training," Sociatry, 2:37-46, 
number 2, 1948. 
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there are i'ive major reasons i'or such resistance to change, 
and therefore$ to training. One of' these, Bradi'ord and Sheats 
believe, is the trainee's vested interests in his old i'orm 
of behavior. He may have built a reputation around one i'orm 
of' behavior. The idea of change challenges the basis of' his 
reputation and will be resisted, unless he is shown that 
change will improve his position. The second cause i'or re-
sistance is that the trainee may never have experienced the 
results of different ways of behaving. If' nothing better 
than the status quo has been seen, the status quo looks very 
good. He needs to be given both a picture of' the improved 
results to be expected if he changes, and a realization that 
he can be successful in making such a change, if his resist-
ance is to be overcome. The third cause of resistance may 
stem from the fact that the trainee has been accustomed to 
look at a problem only i'rom his side. (I£, in the ease of a 
club leader, £or example, the group is lackadaisical and has 
poor attendance, he blames them i'or "not showing more inter-
est It rather than thinking that perhaps his leadership methods 
might be at fault.) His resistance to training can only be 
overcome by stretching his perception and helping him to see 
the group's side. The fourth possible cause of resistance to 
training may arise from the trainee's satisfaction with his 
present level of performance that rests upon tradition. 11 This 
is the way we have always done it. No one has really com-
plained." The i'ifth possible cause has its roots in group 
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insecurity. Insecurity tends to bring resistance to change 
because the new form of behavior., Bradford and Sheats believe., 
presents even greater possibilities for failure than the 
present form of behavior. 
The training situation which Bradford and Sheats describe 
involved elementary school principals, superintendents, and 
a few teachers., and it was quite brief in duration, lasting 
only two sessions. They., as leaders, first diagnosed what 
the trainees thought to be their problems., their level of 
understanding of them, and whom they blamed for them. The 
leaders developed a permissive atmosphere and then took a 
census of the traine ed fee 1 ings about the above. The indica-
t ions were definitely that they felt their subordinates were 
to blame for their problems. One of the main problems with 
which they were concerned was how to get the teachers under 
them interested in staff meetings. The trainees were defens-
ive about the way they led these staff meetings, and the two 
trainers involved saw that the trainees had little group 
leadership skill in handling staff meetings. At the next 
session, therefore, the trainers decided to administer compla-
cency shook against the trainees' ideas that any problems 
that arose in leading staff meetings resulted f'rom the mistakel 
of their subordinates. The trainers had the group pick its 
best administrator for an experiment. He was to act as the 
principal., while five trainees volunteered to act as teachers. 
He was sent out of the room, and later asked back in. Mean-
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while, the trainees taking the part of teachers were briefed. 
They were figuratively to be in the teacher's lounge and he 1 
the principal 1 who theoretically has installed a listening-in 
system in every room in the school 1 has tuned in one the 
teacher's lounge by mistake, instead of on a history ckss 1 
which be had intended. The trainees playing the part of 
teachers then acted out their parts 1 speaking in the following 
manner: 
Teacher At Another staff meeting this afternoon. I 
suppose it wi 11 be as useless as the rest ••• 
Teacher Bt He'll spend a lot of time getting nowhere 1 just wasting time 1 pretending be's demo-
cratic ••• 
Teacher A1 I know he isn't interested in our prob-
lems ••• ss 
(This dialogue continues in a similar vein~ and is described 
in full by Bradford and Sheats.) After the role-playing 
scene is completed1 the trainees ask the person taking the 
part of the principal to think aloud 1 after hearing what 
teachers thought of staff meetings. After a slow start 1 be 
soliloquized. Bradford and Sheats note that both from his 
reactions and from the faces of many of the trainees, it was 
apparent that seeing things from the teachers' side was quite 
a shook1 and was bringing thinking on a much deeper level 
than had been true the day before. The trainers allowed the 
soliloquy to eo nt inue only long enough to make certain that 
the trainees had come to see that nhow the teachers felt" 
33 Bradford and Sheats 1 ~· ~·~ pp. 39-43. 
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was a major factor in planning for a staff meeting. Then 
they had the person who played the part of the principal lead 
a simulated staff meeting. He acted in a laissez-faire manner, 
as might be expected, leaning over backwards to please the 
ttteachers." The trainers cut this scene, and then led an 
intensive discussion on staff meetings, focusing the discussio 
on the differences between authoritarian~ democratic, and 
laissez-faire groups. They write that they found defensive-
ness almost non-existent in this discussion. The complacency 
shock had been effective. 
Bradford and Sheats explain that what is involved here 
is that the trainer must create a situation in which the 
trainee shows himself inadequacy in his present behavior. He 
must administer a shock to the trainee's satisfaction with 
his present levels of behavior. This shock situation must 
so highlight inadequacies in the old situation~ that the 
trainee cannot hide behind tradition. At the same time, this 
shock cannot be seen as ridicule directed at the trainee by 
others. The trainer helps the trainee to develop methods of 
critically examining his present behavior, to develop pictures 
of how much he can change, and to develop ways of practicing 
and evaluating his change. 34 
It is evident that this technique can be used only by 
the most skilled of trainers. Its value as a means of 
34 Ibid, p. 38. 
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overcoming resistance to training is matched by the danger 
inherent in the careless use o£ it. As Bradford and Sheats 
write: 
Shock, as a training technique, is not something to 
use loosely or carelessly. Frequently, shock can do 
more harm than good. Thoughtlessly used, it can 
increase insecurity, widen the gap between trainer 
and trainee, bring counter-aggression or de£ensive-
ness.35 
ln the hands of an experienced leader, it is apparent 
that »complacency shocku can be a valuable tool in leadership 
training for group work, where the trainees invdlved have 
had leadership experience, refuse to discard inadequate tech-
niques and habits .. and resist training which is di-rected at 
turning them to a critical examiniation of leadership problems. 
With club leaders who have shown a marked tendency to blame 
the low attendance in their clubs on the laziness and per-
varsity of the members and whose club problems in this regard, 
the trainers ascertain, are due to their own leadership de-
£iciencies, a role-playing situation very similar to that 
described by Bradford and Sheats may prove quite effective. 
(Two o£ the trainees might play the part of club members, 
whom the leader ove.rhears while they are giving vent to their 
feelings about club meetings, £or example.) It must be reit-
erated, however, that with an inexperienced trainer, the 
shock situation may·turn into one in which the person playing 
35 Ibid 6 p. 46. 
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the role of the leader is simply exposed to severe ridicule. 
To forestall this, and even worse consequences, complacency 
shook should be administered always, only by an experienced 
trainer. 
Role-playing. In describing most of the foregoing ex-
periments and articles, the writer has made reference fre-
quently to the term role-playing. He has given some idea 
of the meaning of the term in these sections. In this sec-
tion, however, it is his purpose to examine more closely the 
methods to which the term is applied and to indicate the 
advantages and possible disadvantages which are involved in 
their use. Role-playing, of course, is well known as a 
definite part of leadership training programs in a number of 
group work agencies. 
There are two types of role-playing approaches, generally 
speaking. The first of these is psychodrama, and the second, 
sociodrama. In leadership training, the latter has been 
utilized more frequently. The difference between the two 
approaches might be described briefly in the following man-
ner. Psychodrama involves a person's taking a role ~ich 
is his own role, one of the roles which he plays in real 
life, and the problem situation which comprises the role-
playing scene is one with which he is faced in real life. 
In sociodrama, this is not the case. 36 The sociodrama places 
36 Alvin Zander and Ronald Lippitt, 11 Reality Practice as 
Educational Method, 11 Sociometry, 7sl44, 1944. 
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less emphas.is than the psychodrama on what is private in the 
psyche and more emphasis on the common or typical social roles 
in which we interact in life.37 A detailed discussion of 
sociodrama will follow shortly. 
The manner in which psychodrama may be employed in lead-
ership training has been described by Lippitt. Writing in 
1943~ he notes that the most effective training-to-affect-
behavior would seem to be at-the-elbow training in the real-
life situation. Here the trainer is ever-present as a friend-
ly guide~ correcting and encouraging the trainee. Lippitt 
feels that there are a number of inherent difficulties in 
this procedure 1 however. It demands more time than the train-
er oan possibly give. Also, in many cases 1 he writes, the 
features of a person's leadership performance which need re-
education are so central to his personality, that working on 
them in the real-life situation only serves to entrench eer-
tain ego-defenses against change. The real-life situation 
is not conducive to awkwardly trying out new skills in lead-
ership. Fina~ly, in the usual on-the-job training course, 
according to Lippitt, a whole group of persons cannot benefit 
at the same time from the trainer's counsel.38 In the light 
37 Helen H. Jennings~ "Leadership Training Through the 
Sociodrama," Journal of the National Association of 
Deans of Women, 10:112, March l947. 
S8 This material and that which immediately follows is 
abstracted from Ronald Lippitt, nThe Psychodrama in 
Leadership Training," Sooiometry 1 6:286-292, August 
1943, pp. 286-292. 
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of these facts, Lippitt feels that what is needed here is a 
leadership training procedure which wi 11~ 1) give the trainer 
a chance to see and diagnose the real-life leadership style 
of each trainee, 2) focus on the real-life situations of each 
trainee without putting him on.the spot in the real-life situa-
tion, 3) make it possible for all trainees to profit at the 
same time from the same experiences with the trainer, 4) create 
an atmosphere of objectivity where ego-defensiveness is re-
duced, 5) make it possible to practice new styles of behavior 
without fear of hurting the group which one leads in the real-
life situation, 6) make it possible for leaders not yet on 
the job realistically to practice for real-life leadership 
situations. Both the psychodrama and t~ sociodrama, as is 
evident, meet these requirements. Lippitt has, throughout 
his work, utilized both. They might be termed complementary 
approaches, and should in no way be considered as antithetical 
to one another. In this particular article, however, Lippitt 
describes the manner in which the psychodrama meets the re-
quirements just postulated. Lippitt writes that in a group 
which he was training, the psychodramatic approach proceeded 
as follows: Real-life problem situations were asked for, and 
one member, Mr. X, said that the group he was leading seemed 
to be disintegrating because of apathy and inability to define 
a clear-cut purpose for their existance. The training group 
agreed to play out this situation. Mr. X, this being a psycho-
drama, played his real-life role, and the members of the training 
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group a-ttemp-ted -to ap proximate -the roles of his rea 1-life group 
members. They did -this by pumping him~ preliminar~ -to the 
actual role-playing~ for information on the persons whose roles 
they were playing. They also ques-tioned him thoroughly on the 
struc-ture of -the group. Following -this, the si-tua-tion facing 
Mr. X in -the real-life leadership of his group was played ou-t, 
with him leading and -the -trainees acting as his real-life group. 
After the performance, an evaluation of the leadership role 
and the role-insight of the o-ther trainees was embarked upon. 
The trainer made a lis-t on -the blackboard. This list con-tained 
categories such as,. 1) the -things -the leader did that the train-
ing group questioned, 2) the things they -thought were ineffe ct-
ive leadership, and 3) the things they thought well done. Then 
the leader, Mr. X, was asked to analyze how adequately the 
training group members played their roles. Lippitt writes 
that valuab~ light on blind spots in social insight was shed 
by this discussion, and -through it, Mr. X gained a good deal 
more understanding of -the life situation he was dealing with. 
After this, the scene was replayed ~-th a new person acting 
as -the leader, while Mr. X was cast in the role of -the person 
in his real-life group he had the most difficulty understanding, 
in this case his group's most antagonistic member. Once this 
role-playing scene was completed, there was a final discussion. 
The group discussed the second leader as they had the first, 
and made a comparative analysis of the -two styles of handling 
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the situation. .A.t this point .. the real leader~ that is.~ the 
first leader .. spontaneously verbalized some of the insights 
he had gotten into his own pattern of behaYior and indicated 
in some degree how he was going to try to do things differently 
at his next meeting with his real-life group. What was said 
earlier about the psychodrama in leadership training is illu-
strated by the foregoing. It concentrates on a specific real-
life problem of a training group member .. rather than on a 
hypothetical problem which represents a situation common to 
or typical of the experiences of the tr.ainees with their groups 
It might be said that a trainer of leaders for group work can 
use the psychodramatic approach in the role-playing sections 
of the course at those times when he wishes to deal with a 
specific situation which presents a problem to a trainee.~ and 
from which generalizations of. importance can be drawn. The 
psychodrama has value of' another sort also, and it is that.~ 
of course~ it is of great help in aiding the trainee who is 
faced with the real-life problem being played out~ to deal 
much more effectively with it.38 
• 
38 Lippitt has developed another use for psychodrama which 
may be of interest to group work practitioners. He has 
titled this type of use as "helping the trainees under-
stand the fri oti ona l edges in their i nt erpers on a l style." 
The following quotation explains this technique. Lippitt 
writes: 
During the type of leadership training which is being 
described here it is important that the le.aders become 
aware of' the fact that there are certain kinds of 
interpersonal situations and certain kinds of persons 
who pa.rtiou lary • set them on edge.' (continued nEilet page) 
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There are extreme dangers in the use of psychodrama which 
must be taken into account. Dealing as it does directly with 
the individual in his approximation to his real-life role and 
situation# it can pose a great psychological threat to him. 
Thus it may be anxiety-producing. Consequently# it is importa~ 
that it be carried on in direct consultation with a psyohiatris 
It is reo ognized that each te ader thus has a certain 
range of situations where it is particularly diffi-
cult for him to be objective and intelligent in 
his own reactions. It is further recognized that 
these individual sensitivities are related to the 
unique background of relationships and experiences 
which make up each personal history~ (home life as 
a child# school days# etc.). One technique of 
constructively approaching this area of training 
is-: 1) Each trainee makes up a 'gripe list' of 
kinds of behaviors or situations which most 'set 
him on edge.' 2) A leadership situation is 
developed psychodramatically where members of 
the group take roles typifying these types of 
behaviors - the roles being developed while the 
person to play the leader is out of the room. 
He then comes in to pay the leader role and is 
confronted with the variety of interpersonal 
relationships which have appeared on his 'gripe 
list. t 3) The usual group analysis of the lead-
ership follows~ with special attention to obser-
vations of the group and of the leader himself 
as to the emergenc~ of his particular sensi-
tivities. A discussion may follow on the possi-
ble origin of these particular 'frictional 
edges' to the leadership role which has just 
been played. Tal1d.ng in terms of the role rather 
than directly in terms of the individual re-
sults in a surprising lack of ego-defense prob-
lems in such a discussion. 
Lippitt# «The Psychodrama in Leadership Training#n 
.££· cit.# p. 291. 
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or under the supervision of a psychiatrist. Professor Saul 
Bernstein of the Boston University School of Social Work feels 
that generally in~ role-playing situation it~ best~ 
avoid having individuals ~their ~-life roles# ~ ~ 
!2 avoid dangers similar to those inherent in the psychodrama-
tic situation# unless the guidance of a psychiatrist is 
available. (This does not refer to treatJOOnt situations.) 
Sociodrama is. the most frequently used form of role-
playing used in leadership training today. A number of types 
of sociodramatic arrangements have been developed. These 
generally fall into three c~ssifications: l) a situation in 
which each person develops his role as he plays it. 2) a 
situation suggested by a member of the group who answers 
questions about it until the situation becomes clearly under-
stood and real to the audience# (this would seem to be similar 
to the method just described in the psychodramatio approach 
in which a real situation is described by a trainee, and the 
other trainees who are to play r olea try to question him 
thoroughly enough so that they arrive at a clear picture of 
the roles played by their real-life counterparts - of course, 
in this case# it being sociodrama, the person w.no suggested 
the real-life situation which he knows intimately as a leader 
in it, does not necessarily play the part of the leader in 
the role-playing scene.) 3) a situation defined by the 
trainer, in which the persons playing must project themselves 
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into the roles ~ecified.39 
'The sociodramatic situation used is focused on a problem 
important in work with groups. It can deal with any phase 
of group work - with the planning of activities~ the handling 
of behavior problems in the group, the handling of group 
discussion, observation and recording of the group process~ 
and the like. The situation is set up via any of the three 
procedures described above, and roles may be assigned by the 
trainer or volunteered for by group members. The remainder 
of the training group observes the sociodramatie episode, 
and with the trainer directing~ engages in a discuss ion of 
those incidents and occur.renoes in the scene Which were crucial 
to and significant for leadership behavior and effective lead-
ership performance. The scene itself iS structured in a·man-
ner which has been indicated in preceding sections of this 
thesis. D~pending on how the scene was set up, the 11 aotors 11 
either develop their own roles as they see fit, act as a 
specific person described by another trainee as being a memb~r 
of his group~ or act in a specific way defined by the trainer. 
The persons playing the roles attempt to act as realistically 
as possible. This ·provides the person playing the role of 
the leader with a chance to engage in working with something 
as close to reality as possible, and it gives the trainees 
as leaders or future leaders a chance to experience in some 
3 9 Jennings~ 11 Leadership Training Through the Soc i odram.a~" 
~· cit.~ p. 113. 
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small way., how their group members feel or will feel. It 
provides the trainees acting as an audience with an opportunity 
to practice their skill in observing behavior and in selecting., 
analyzing and evaluating that behavior which is of' importance 
to them as leaders in group work. 
Role-playing., both psychodrama and sociodrama, is a basis 
f'or discussion of' leadership activity. It is not a substitute 
f'or discussion. At the National Training Laboratory f'or 
Group Development, f'or example., it was., according to Barron 
and Krullee., an integral part of' the discussion method. They 
write: 
Role playing was not a substitute f'or discussion., but 
was an integra 1 part of' the discussion JllSI thod. It 
was valuable in stimulating more active interest and 
involvement on the part of' the members of' a group., 
in facilitating communication about behavior where 
words alone often prove inadequate, and in helping 
make discussions concrete.40 
There is a problem of' resistance to role-playing in par-
tioular as well as to training in general in any course in 
which it is employed. The natural shyness of' some persons to 
"act" in front of' a group of' their peers is always potentially 
operative., and this is further complicated by the reluctance 
of' most trainees to "expose" their leadership behavior with 
its inevitable mistakes to correction by their colleagues in 
training. One approach which may prove effective in reducing 
this resistance to role-playing considerably has been described 
4 0 Barron and Kr u 1 e e., .££. ~ • ., p • 2 3 • 
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by Young and Rosenberg who point out: 
We have experimented with several variations directed 
toward reducing the problem of ••• resistance ••• One 
simple variation consists in having the group leader 
take one of the more difficult roles, one which is 
not easily identified with by the members of the 
group. The leader discusses its general framework 
with stereotyped form. This variation has the special 
function of breaking down the aloofness and separate-
ness of the leader. It shows that he is a human 
being for he does funny things, makes mistakes~ does 
not perform perfectly, etc.41 
The advantages of role-playing as a medium in leadership 
training for work with groups are manifold, according to writers 
on the subject. Jennings, in writing specifically of the sooio-
drama, feels that its value lies, among other things, in the 
fact that, 1) it helps persons participating to translate 
theory into practice, 2) it affords an opportunity to examine 
certain cultural patterns that enter into a club leader's 
behavior, 3) it enlists the ingenuity, imagination and creative 
ness of many persons in the solution of many different Jr oblem 
situations, 4) sociodrama can be used to break up rigid be-
havior patterns that characterize a particular role. In no 
social role, Dr. Jennings notes, is ~behavior pattern held 
by only one or two individuals - it has common elements, end 
is built out of the expectations of many persons toward this 
role. These expectations restrict the individual's behavior. 
The sociodramatic performance may free a person from undesirable 
41 Bruce F. Young and Morris Rosenberg, "Role-playing as 
a Participation Technique," Journal of Social Issues, 
5 : 4 5, winter 194 9 • -
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stereotyped behavior patterns. 5) It gives training in spon-
taneity to those who take roles. 6) It provides a type of 
solid basis for discussion, which reading and other techniques 
do not.42 
In addition to these advantages~ other writers cite more 
reasons for the effectiveness of role-playing as a tool in 
leadership training. French points out that role-playing 
provides a close connection between behavior and reward and 
criticism. This is because the trainer can immediately rein-
force~ through praise~ the desired kind of leadership behavior, 
and eliminate, with criticism, the errors. This is not pos-
sible to do at the moment in real life., In the role-playing 
situation, the trainer and other trainees can point out to 
the trainee taking the leader's role the results of his be-
havior. In this way he can acquire the detailed knowledge 
necessary to change his behavior. Also, in order to see and 
appreciate differences in leadership, it is necessary for the 
trainee to be given a chance to observe these differences him-
self. The role-playing situation provides the trainee with 
the opportunity to observe many leaders in a short period o£ 
time, and what is very important, he can observe them under 
identical conditions - leading the same group in regard to 
the same problems. French feels that an important advantage 
of role-playing lies in the fact that it increases the trainer's 
42 ffLeadership Training Through the Sociodrama,~ 
• 118-119. 
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control of the social environment. By assigning various roles 
in accordance with individual training needs, by selecting 
appropriate situations, and by playing different roles him-
self, he can control a wider range of reactions by the group 
than is possible in discussion. Since the trainer does not 
always assign the roles, his control of the social environment 
is often not this complete, however. Finally, French feels 
that role-playing is a most effective training method because, 
in taking place on the level of "irreality," it releases the 
trainee from the hampering fear of failure, which is present 
when he leads in the real-life situation. This being the 
case,. he is able to experiment and thus to change his leader-
ship behavior. This is connected with what Dr. Jennings men-
tioned concerning the effectiveness of role-playing in break-
ing up rigid behavior patterns of leaders.- as cited above.43 
To these comments might be added Bavelas' statement con-
earning a basic advantage in role-playing as over many other 
training techniques in regard to motivating trainees to change 
their leadership behavior in the direction of more adequate 
performance. He notes that in the role-playing situation, the 
trainees in the "audience" waiting for their turn to partici-
pate in a role-playing scene, take full advantage of the chance 
to "see what the fellow 'at bat' will do.u In this way it is 
43 See French, op. cit., pp. 234-237. For additional dis-
cussion of role-playing by French,. see his "Role-playing 
as a Method of Training Foremen," Human Factors in 
Management, Soh ler D. Haslett, (e • • 99-116-.-
100 
more likely that they will eliminate errors from their own 
performance. Also~ those trainees who have already played a 
role~ elated with their success or chagrined at their errors, 
are also only too ready to find and point out the good or bad 
points in the current "play."44 
Recognition must be given to the fact that in inexpert 
hands role-playing may prove to be of little benefit and of 
definite harm in training for leadership in group work. This 
method, used to such good advantage by social scientist~ can 
become a hindrance to rather than an aid in effective leader-
ship training, if not used carefully. Hicks~ in studying 
training courses in settlement houses, points this out, caution 
ing thatt 
The sociodrama can be overdone; it can become a farce 
if not carefully handled; it may be an exaggerated 
play-back of a problem or situation; the sociodr8llla 
may implant in the leader's mind the erroneous idea 
that the group work process is easy - easy to under-
stand ••• These are some of the limitations of role-
playing as the writer sees them.45 
Thus there must be careful preparation by the trainer for 
those aspects of the course which wi 11 involve the use of 
44 Alex Bavelas, "Role-playing and Management Training," 
Sociatry, 1~185, June 1947. 
45 Sherman J. Hicks~ "An Analysis of the Methods Used 
in the Training of.Volunteer Leaders in Settlement 
Houses to Determine Criteria for Leadership Training 
Courses~tt unpublished Master's Thesis, Boston University 
School of Social Work~ 1949. 
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role-playing. He must see to it that role-playing episodes 
are geared directly to the training needs o:f the group. He 
needs to be aware o:f the dangers mentioned by Ricks and by 
Bernstein (see page 95 o:f this thesis). If he is not~ then 
role-playing situations can become occasions for merriment~ 
outlets :for comic antics by the trainees~ or psychologically 
dangerous~ rather than valuable implements in the training o:f 
leaders for group work. 
It should be reiterated, also, that role-playing is but 
one method among many that may be used in leadership training. 
It is by no means the be-all and end-all of such training. 
There are a limited number of items of training which may be 
covered by role-playing. It can be valuable in de a ling with 
attitudes and relationships. For the presentation of definite 
information or the imparting of straight facts, for example~ 
other methods are better. 
Then, too~ it should be understood that in role-playing 
the skit itself is only the beginning. Without a trainer 
skilled enough to pick up the most important points in the 
sociodrama proper, for interpretation, its usefulness as a 
training device becomes practically nil. 
Further Generalizations :from Social Science Concerning 
Leadership Training. It should be understood that in the type 
of training described in sections o:f this chapter~ the basic 
fact that training is done in a group, is important. Individ-
ual training is considered less effective than training in a 
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group for a number of reasons. Lewin points out first of all 
th~t it is easier to change persons when they are part of e. 
' 
group. He writes that., n •• • experience in l.e e.dership training, 
in the changing of food habits~ work production, criminality, 
alcoholism, prejudices, all indicate that it is usually easier 
to change individuals formed into e. group than to change any 
one of them sepe.rately.«46 Lewin is also convinced of the 
importance of the group as a tool of training itself because 
of the effectiveness of the group atmosphere for changing and 
improving the trainee's leadership performance. Lewin's view 
is: 
Experiments have shown in a precise manner that what 
is usually called the character and the ability of the 
individual, his ideals, his goals, his motivations, 
and values, his perception and his productivity, his 
friendliness and objectivity, his tendencies to domin-
ation and submission, that all these properties can 
be changed to e. large extent by changing the social 
atmosphere or the group belonging of this individual ••• 
the idea of training leaders makes use largely of 
this dependence of the person's motivations and 
character on the group of which he is a part.47 
Inherent in this type of leadership training is an idea 
which has already been pointed to. This is the idee. that the 
study of leadership should, in one sense, be approached as 
the study of functions to be performed.48 This also involves 
46 Kurt Lewin, "Group Decision and Social Change," in Read-
ings ~ Social Psychology., Theodore M. Newcomb and 
Eugene Hartley (eds.) p. 343. 
47 Kurt Lewin, "A Research Approach to Leadership Problems.," 
Journal of Educatiom.lSociology, 17:394., March 1944. 
48 See Bradford, 11 Introduction, 11 Journal 2.!, Social Issues, 
4t4, spring 1948. 
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the training of leaders in an understanding of' the situations 
specifically, or types or situations which they may expect 
to encounter. A beginning in describing types of situations 
for which group leaders might be trained has been made by 
Hemphill. He has set up through the use of questionnaires 
estimating group dimensions soma fifteen dimensions which he 
feels cover most characteristics of social groups. These di-
mensions are: i) size of the group, 2) its viscidity, that is, 
its cohesion, 3) its homogeneity, 4) its flexibility, the degreE 
to which the organization adheres to an established persisting 
mode of behavior, 5) its permeability# or the degree to which 
there are restrictions upon membership, 6) its polarization, 
the degree to which its members are oriented toward a single 
clear goal, 7) its stability, or permanency in leadership, 
membership and activities, 8) its intimacy, that is, the degree 
of intra-group acquaintanc~ship, 9) its autonomy, its degree 
of independency !'rom other groups, lO)control., the degree to 
which the behavior of the members is regulated by membership 
in the group, 11) position, the status of each member, l~) its 
potency (Hemphill explains that a group is very potent to an 
individual if needs that are central to him are likely to be 
satisfied by the activities of the group), 13) its hedonic 
tone, that is, the general tone of pleasantness or lack of the 
same associated with membership, 14) participation, the amount 
of time and effort each individua! spends on the group and the 
duties he assumes, 15) dependence, that is, the degree t·o which 
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the individuals in the group lean heavily upon the leader as 
a means of satisfaction of both important and minor needs. It 
is the knowledge of how the group With which the trainee will 
deal, or is dealing. ranks in regard to these criteria, Hemp-
hill believes, whioh could be the basis for the most effective 
type of leader ship training., He writes; 
In the area of training for leadership, the situational 
approach would furnish suggestions for the content of 
the curriculum. If one knew the variety and constel-
lation of group characteristics which the leader-in-
training may expect to encounter after completing his 
training, the curriculum would be pointed to teaching 
modes of behavior likely to result in adequate leader-
ship.49 . 
Hand in hand with training for these situations would go 
the study by the trainee via discussion, role-playing, films, 
and observation of groups, of the functions generally per-
formed by the democratic leader of groups. The types of funo-
tiona which they might be trained for might be similar to 
certain items listed in Dimock and Tre.aker 1 s, The Supervision 
of Group Work and Recreation. (These items are set down in 
somewhat of a different connection by the authors, who list 
them as items wbi ch two hundred and fifty-six leaders judged 
they needed supervisory help on.) The writer will enumerate 
only certain of them, simply in order to indicate the sort of 
functions they represent. A) Stimulating members to accept 
and carry responsibility. B) Stimulating the group to origina~ 
49 John K. Hemphill .. Situational Factors in Leadership, 
s e e p p • 31- 3 3.. and p • 10 2 • 
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plan for~ car,ry out and evaluate group acj;ivities. a:) Dis-
covering the real needs and interests of the group members. 
D) Using cooperative group control. E) Self-evaluation by 
the leader of his ow.n work with the group. G) Gaining an 
understanding of the.oommunity factors that might affect group 
members. H) Developing a spirit of group loyalty~ cooperation 
and morale. I) Recognizing the b_asic causes of behavior dif-
fioulties# rather than just the symptoms exhibited by the 
members. J) Developing in group members an understanding and 
appreciation of differing points of view. K) Stimulating 
group members to face problems together and to work coopera"!" 
tively toward their solution. L) Formulating objectives for 
each individual in the group in terms of personality develop-
ment. M) Expanding and widening the members' interests in 
many different types of activities. N) Stimulating the dis-
cussions among group members. 0) Guiding the group program in 
order to provide for the satisfaction of some of the basic 
desires of the members. P) Stimulating group projects as well 
as individual projects. Q) Dealing with simple behavior dif-
ficulties o~ individual members. R) Helping the group accept 
a 1!misfii;" as a regular member of the group. S) Using demo-
cratic methods in dealing with group members.50 
That leadership training in some group work agencies is 
rather wide of the mark described in the preceding sections 
50 Hedley S."Dimook and Harleigh B. Treoker~ The Super-
vision of Grou Work and Recreation~ see --.-118-119. 
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is evident from Ricks' criticism of leadership training in 
some of the agencies which he studied. lie points out that# 
11 In the past as well as the present, settlements have tended 
to train volunteers through a series of lectures on leader-
ship. 11 lie continues by noting that he discovered: 
••• the fallowing was rather a typical example for 
leadership training courses~ Most of the content 
of training in the settlements studied dealt with 
program, mechanical routine, attendance recording# 
and facts about the agency ••• The tone and content 
of most of the courses was definfuely not geared 
to the volunteer's needs.51 
The experiments described in this chapter have generally 
been constructed by social scientists interested in remedying 
what they consider the many defects of the type of training 
described by Hicks. 
In concluding this chapter, it might be well to describe 
again briefly and in broad outline the type of leadership 
training envisaged by these social scientists. An article by 
Zander provides a skeletal composite picture of the training 
courses they have experimented with and have advocated. An 
adequate leadership training course# according to Zander's 
article, should consist of the following procedures~ 1) The 
trainee's leadership problem should be found out by the trainer, 
51 Ricks, .£.,£• ~·# pp. 45 and 31. It will be noted that 
three of the four items of training described by Ricks 
here are items very similar to those 'Which, according 
to the Research and Statistical Service of the Boy Scouts 
of America, have low morale value in training. See 
p. ··_7.5... of this thesis, item. 8. 
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and should be evaluated by the trainer in the light of both 
the trainee's own conception of his training needs~ and the 
trainer's conception of the trainee's needs. 2) The trainer 
must help the trainee become aware that he needs leadership 
education of a specific nature. It is very probable that he 
has not realized this previously. The trainer may do this 
by the use of films# dramatizations# and guided observations. 
All of these, plus other methods, have been used to 11 shocklf 
new leaders into an awareness of their shortcomings and help 
stimulate them into readiness to accept training materials 
that they may have earlier considered useless. 3) The trainee 
should be helped in training to see himself as others see him 
in a leadership situation by practice in leadership in front 
of other trainees, with group evaluation of his efforts. 4) 
The trainee should be given practice in ways of amending and 
improving his leadership skills in a situation where the group 
relations are not for 11 keeps," so that mistakes cause little 
concern on the part of the group or practicing leader. (Note 
Professor Bernstein's comment regarding the threatening sima-
tion which occurs when a per son takes his real-life role# on 
page 96 of this thesis.) The role-playing situation .in train-
ing serves this purpose well. 5) Trainees need to be explicitlj 
sensitized to forces at work in the behavior of a. group. 
Through the training group's own developing of an observation 
instrument# for instance# they can become aware of patterns 
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of interpersonal reaetions~ group frustration~ group strueture 
and the like~ all of whieh are important to an understanding 
of and a readiness for the eonstantly ehanging flow of events 
in a group situation. 6) There should be a transfer of skills 
from. the "make-believe" situation to the on-the-job situation. 
In order to help this process., the new leaders, who have been 
trainees, should be interpreted to any supervisors they 
might now have and they should be given eontinued coaching 
in leadership at re gu Jar ti m.e intervals. 52 It wi 11 be noted 
that this approach envisions continued supervision., now on an 
individual basis., for the former trainee. This is important. 
Leadership training courses which necessarily involve numbers 
of people., constituting group supervision., eannot always deal 
effectively with the major problems faced by every trainee. 
Individual supervision for trainees is needed here and is, 
in addition, eom.plementary in general to the group supervision 
which the ex-trainee will have received. Through such super~ 
vision the ex-trainee is helped by a more experienced staff 
member to learn aceording to his needs, to make the best use 
o£ his knowledge and skills, and to improve his abilities so 
that he can do a more effective job with increasing satisfac-
tion to himself and to the agency.53 
52 Zander., "Training Volunteer Leaders for Youth Groups,n 
2£• cit., pp. 401-408. 
53 See Margaret Williamson, Supervision, p. 7. 
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CHAPTER VII 
METHODS DEVELOPED BY THE SOCIAL SCIENCES WHICH HAVE 
APPLICABILITY TO THE EVALUATION OF THE RESULTS OF 
LEADERSHIP TRAINING IN GROUP WORK. 
The chapter which follows will be brief. This is due 
to the paucity of material on the subject with which it deals. 
At the same time~ the writer feels that What little has been 
done in regard to the evaluation of the results of leadership 
training should be discussed in order to understand the be-
ginnings of research into a subject which is of great im-
portance 1 if the effects of leadership training are to be in 
any .concrete way assessed. 
Evaluation of Training in Bavelas' Experiment with 
W.P.A. Leaders. In the early part of the last chapter~ 'the 
writer pointed out that Bavelas' training experiment with 
W.P.A. recreation leaders had definite implications for the 
evaluation of the results of leadership training in group work 
The type of evalua-tion which he at-temp-ted to make was essenti-
ally one in which he tried to see whe-ther~ in the broader 
sense~ those leaders Who received training became better 
leaders 'than those who did no-t reo ei ve training and ala o to 
see what directions this improvement took. It is important 
for any group work agency which embarks upon a leadership 
training pro gram to find out whether that training pro gram 
llO 
actually produces better leaders and in what way. It can do 
this by comparing leaders who have been given such training 
with other of their leaders who have not been given training. 
Here is where the methods used by Bavelas 1 which are the meth-
ods of the so-called nprojected experiment" in social science, 
can prove of value.l The design of such methods of evaluation 
with regard to ~avelas• experiment have already been described. 
He set.up a training group of leaders and control groups of 
other leaders who were not given training. The members of 
each gr9up were matched on crucial variables such as intelli-
gence, so that, for example, any imprbvement in leadership 
performance of a trained leader wbuld not be due to the super-
ior intelligence of the leader who had been given training, 
bu-t. would be rather clearly due to the training which he had 
received. Criteria for adequate leadership performance were 
applied by Bavelas to all these leaders, whom he observed 
before he set up the training group. They were then reapplied 
to the training and control groups, after training had been 
administered. Bavelas found that the training group performed 
much more adequately than the group which had not received 
training.2 
1 This type of experiment is also sometimes referred to 
more specifically as a "projected simultaneous experi-
ment." See 1 for example, Ernest Greenwood, Experimental 
Sociology, p. 56. It has also been called a "controlled 
experiment. tt 
2 The rationale of this type of experimentation may be 
more clearly understood from the (continued on next page) 
lll 
Group work agencies might pro£itably attempt experiments 
similar to that used by Bavelas to evaluate whether their 
training programs make £or better leaders. They should_develop 
criteria for adequate leadership in group work~ set up a 
matched training and control group. and reapply the criteria 
they have developed to the members o£ each_of these groups 
a£ter the experimental or trai~ing group has been trained. 
This is not an easy process~ and i£ it is undertaken. it should 
be directed and per£ormed by a person connected with the staff 
who has suf£icient background in the theory and practice of 
experimentation in the social sciences, or by a social scien-. 
tist brought in expressly for the purpose of directing the 
project. It should be understood also that the assessment of 
the results of training by this method is not infallible. The 
projected experiment is actually still in its infancy~ and 
following quotation from Professor Chapin of the Universit 
of Minnesota, who points out that in the projected or 
controlled experiment; 
Control of social conditions is obtained not by manipu-
lating people or by exerting any physical force on 
persons. The control is obtained by selecting for 
observation two groups of like individuals, for example~ 
individuals of the same income bracket, the same occu-
pational class, the same chronological age, the same 
size of family, the same intelligence quotient~ etc. 
(by matching these attributes). Then one group, called 
the experimental group~ is given treatment, or receives 
some social program, or is subjected to some assumed 
and uncontrolled natura 1 force (F) in the environment, 
while the other group, called the control group, is 
denied this treatment, program or force (F). Observa-
tions or measurements on a sociometric scale are then 
made on each group at some beginning date (before) and 
a~ain ~tftthe)ter~ination ofha p~riod.of ~onths or ) ygars ~a er • ~hese are t en \Cont1nued next age 
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there are some social scientists who would not appear to be 
too sanguine about its usefulnees. Greenwood., for example, 
in commenting on what is now the "classic example" of the pro-
jeeted or controlled experiment, Professor Stewart Dodds' 
experiment with hygienic education in rural Syria., points out 
that social scientists have attempted to emulate its design 
"more often ·than not, with failure. tt At the same time, the 
projected experiment is at present one of the few means which 
are at the disposal of those interested in leadership training 
for assessing the bald fact of whether or not an agency's 
training program in leadership really does improve the trainee' 
leadership performance, and for understanding the more complex 
matter of what ways his leadership improved. Thus, although 
it has many inherent deficiencies, it does have some useful-
ness. The deficiencies in it may be remedied-by a repetition 
of the study under like conditions. If this is done, the 
conclusions reached from leadership training experiments which 
are structured in the same way as that performed by Bavelas 
will have more validity, and their value for group work will 
be correspondingly greater. 
Hints for the Evaluation of Leadership Training~ the 
Research and Statistical Service of the Boy Scouts of America. 
Certain of the material f'rom the Research and Statistical Serv-
ice of the Boy Scouts provides, d ir eot ly :!lr indira ot ly, 
compared. 
See Chapin, ~· ~., p. 29. 
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suggestions concerning the evaluation of the results of leader-
ship training which may prove quite valuable to group workers. 
The pamphlet put out by this Service cited earlier~ (Scouting 
for Facts About the Training of Scoutmasters) points out that 
some evaluation of worth may be secu~ed from the persons who 
have gone through the course themselves. The Research Service 
notes that it might be very profitable to check up on the 
effectiveness of the leadership training courses by inter-
viewing the men who took it. Among ~ther things, their com-
ments and criticisms can be kept in mind when planning the 
next course. They suggest that this interviewing ought to be 
done in the member's home by a trained interviewer 1 (preferabl~ 
in this case~ by som~one not connected with the scout move-
ment, as the person could then be at ease). The answers to 
these questions by course members can be summarized and analyzed 
and conclusions can be drawn from them Which will indicate to 
some extent at ~ast how effective the training was. The 
questions suggested in this particular pamphlet concern the 
background of the ex-trainee; his expectations from the course, 
and the ways in which they were fulfilled or disappointed; 
his interest. and enjoyment; what things he found most inter-
esting and enjoyable and why; what things he found least en-
joyable and interesting and why; improvements in his cwn lead-
ership that he has observed since he finished the course, and 
in what way he feels the co~se is or is not responsible for 
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them, his reaction to the methods used in the course; which 
of the procedures and methods he liked or did not like; his 
reactions to the topics covered; and finally# his recommenda-
tions for future courses~ including what problems or topics 
he feels future courses should cover more thoroughly than 
the one he took did, and what methods of Which there should 
be more or less.3 The conclusions drawn by the person analyz-
ing the results of answers to these questions on a number of 
interviews, must not be considered in themselves an accurate 
gauge of the results of the leadership training course. They 
provide a one-sided view of the course# naturally, being 
taken only from the viewpoint of the trainees. At the same 
time, of course, if there is substantial agreement among 
the trainees concerning the values and deficiencies of the 
course as indicated by their answers to these questions~ then 
the validity of their implications concerning the effective-
ness of the course is that much enhanced. As a tool of evalu-
ation, however~ it is easily seen .that this schedule of ques-
tions ean be best used by group workers interested in the 
results of leadership training courses in combination with 
other methods of evaluation# perhaps similar to that described 
in the preceding section of this chapter. 
Another ~ublieation of the Research Service which has 
3 Research and Statistical Sertce and Volunteer Training 
Service~ ~· cit.# p. X. 
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some potentialities for use in the evaluation of the results 
of leadership training in group work, although it has been 
formulated with a different purpose in mind, is a pamph~t 
entitled, "A Guide for Troop Observation." It consists of' 
a list of' categories which have to do with the adequate func-
tioning of a troop 1 and sub-headings 1 each with a different 
numerical value, to be checked off' by the person observing 
the troop. This schedule also has small scales on the side 
opposite each category where the numerical value can be noted. 
(Each group observed is given a cumulative numerical score.) 
Certain of' these categories might be used in the evaluation 
of the results of leadership training in the following way; 
First, before the leader of the group enters e. 1e adership 
training course, a schedule such e.s that mentioned above can 
be used by a trained observer in evaluating and scoring the 
functioning of the group with which the leader works. After 
the training course has been completed, the observer can 
once more evaluate group functioning, and in this way some 
idea of the effect which the training course has had upon the 
leader of the group may be reached. (This may be done in 
regard to every person .who has taken the leadership training 
course, providing their number is not too great, and there 
are enough trained observers available.) The categories on 
4 This system is based on the conception that the adequacy 
of a leader's performance may be judged in large part 
in terms of the adequacy of the group•s functioning. 
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the schedule mentioned above which might have reference here, 
and the form they take, follows: 
IS THE TROOP HELPING ITS MEMBERS TO UNDERSTAND THAT 
SCOUTING-CRAFT SKILLS ~~LL MAKE THEM MORE COMPETENT? 
Estimate the proportion of time each of the 
following learning techniques is used. Then 
check the one that is used most often: 
l) Lecture or demonstration, with no oppor-
tunity for Scouts to practice or apply 
skill 
3) More or less routine practicing 
l 2 3 4 5 
t I I J I 
5) Scouts learn skill in practice situation 
IS THE TROOP HELPING ITS MEMBERS TO GROW IN 
INDEPENDENCE AND ABILITY TO ASSUME RESPONSIBILITY? 
How far ahead do they know the Troop program? 
l) No pre-planning; all decisions made on the· 
spur of the moment 
3) ;~:n~~;utmaster knows the program for the t j f f j 
5) The Scoutmaster knows the plans for a 
week or more in advance 
1) The Junior Leaders do not know what is 
3) 
coming next 
The Junior Leaders know the program for 
the evening. 
5) The Junior Leaders know the plans a week 
or more in e.d vance 
1 2 3 4 5 
I I I I I 
1) The Scouts do not know what is coming next (A scale 
3) The Scouts know the program for the even- similar to 
ing the three 
5) The Scouts know the plans, in general, preceding is 
a week or more in advance provided for 
each of the 
Do the Scouts share in making The categories.) 
Troop Program? 
1) There is no program planning 
2) The s·ooutmaster does all the program planning 
3) The program is planned by one member of the 
junior leadership staff 
4) The program is planned in a regular meeting of 
the junior and senior Troop officers, without 
consulting the Scouts 
5) All Scouts have share in planning, either by 
discussions within Patrols or. in certain situ-
at · on s b d · s c s s · 
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Are the Patrol Leadersrepresentative of their Patrols? 
1) The Patrol Leaders are appointed by the Scoutmaster· 
without consulting the Green Bar Council or the 
Patrol members 
3) The Patrol Leaders are elected by the Green Bar 
Council without consulting Patrol members 
5) The Patrol Leaders are elected by their Patrols 
Are the Junior Leaders having an opportunity to 
practice leadership? 
l) Junior Leaders ar-e never- completely in charge 
o:f any activity 
2) Scoutmaster is actively in charge of most activities 
3) Scoutmaster calls on various Junior Leaders to be 
in charge of various parts of the meeting 
4) Only one of the Junior Leaders in in charge of 
most of the meeting 
5) Various members of.the junior leadership staff 
take charge in accordance with previous plans 
Do the Junior Leaders have real leadership respon-
sibilities? 
1) Junior Leadership is pretty much an honorary 
position with no very important duties 
3) Junior Leaders act largely as representatives of 
the Scoutmaster to 11 keep the boys in linett 





there a program of training for Junior Leaders? 
No training 
Occas iona 1 training meetings of Junior Leaders with 
lectures by Scoutmaster 
Regular training meetings of Junior Leaders supple-
mented by individual conferences with Scoutmaster 
Does the Scoutmaster give the Scouts an opportunity 
to develop selr-reliance? 
1) Scoutmaster almost always tells the Scouts what 
to do and how t o do it 
3) Scoutmaster gives the Scouts some freedom in 
deciding what to do or how to do it., but it is 
limited 
5) Junior Leaders encourage the Scouts to make their 
own decisions and do things for themselves when-
ever possible 
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Are the Scouts developing initiative? 
l) Scouts almost always depend on lea.ders to tell 
them what to do or how to do it 
3) Scouts occasionally make suggestions, offer 
criticisms~ and try out new ideas on their own 
5) Scouts frequently make suggestions, offer 
criticisms, and try out new ideas on their own 
IS THE TROOP HELPING ITS MEMBERS TO UNDERSTAND THE VALUE 
OF SERVICE TO THE COMMUNITY? 
The Troop leadership presents service projects in 
such a way that: 
l) The Scouts seem to consider requests tor partici-
p~tion in service projects as impositions 
3) The Scouts are matter-of-fact about participation 
in service projects 
5) The Scouts seem to £eel as though service projeets 
are important and participate willingly 
Within the last three months the Troop has undertaken: 
l) No service projects 
3) One service project 
5) Several service projects 
The number of different Scouts who have worked on 
service projects during the last three months is: 
l) less than 20% o£ the boys in the Troop 
2) 20% - 40% 
3) 40% - 60% 
4) 60% - 80% 
5) more than so% 
IS THE TROOP HELPING ITS MEMBERS TO LEARN TO GET ALONG 
WITH OTHER PEOPLE 1 
Are the Patrols set up on a basis most likely to result 
in cooperative groups? 
l) Patrols are set up ·arbitrarily, or on a basis which 
has nothing to do with the likelihood of their 
working well together 
3) Patrols are set up according to some principle which 
the Scoutmaster thinks will make good working rela-
tionships (e.g.~ neighborhood~ age~ etc.). 
5) Patrols are set up according to the Scouts' 
choices of whom they wa:t'Jt to be with 
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Are the Scouts working in small groups frequently? 
1) There is no evidence of Patrol activity between 
Troop meetings 
3) Some Patrols meet between Troop meetings 
~) All Patrols meet regularly between Troop meetings 
1) During Troop meetings there are no Patrol 
activities 
3) Short Patrol huddles for collecting dues and 
other minor items of business 
5) Patrol units meet and work together more than 
one-third of the time 
Are the Scouts developing a warm friendship for a 
r e s pe c t e d ad u 1 t 7 
1) Occurrences of open hostility between Scoutmaster 
and Scouts 
2) Somewhat strained, irritable relationship between 
Scoutmaster and Scouts 
3) Relations between Scoutmaster and Scouts very 
businesslike; all their contacts rather formal 
4) Pleasant~ respectful, somewhat "reserved 11 rela-
tionship with Scoutmaster 
5) Relations between Scouts and Scoutmaster friendly 
and informal 
Are ·the Scouts getting along well with each other? 
1) There is a good deal of quarreling or of picking 
on certain boys 
3) The Scouts are matter-of-fact toward each other 
5) The Scouts seem to be good friends~ are quick to 
help each otherS 
A schedule with item~ containing these categories might 
be put to good use in general group work practice in the 
evalu~tion of the results of leadership training courses, if 
the word "club" is substituted for "Troop." 11 sub-group 11 sub-
stituted for "Patrol," and 11 leader 11 substituted for 11 Scout-
master." As usual 1 however, the definite limitations of such 
5 Research and Statistical Service 1 11A Guide for Troop 
Observati on 1 " Boy Scouts of America.1 pp. ll-13 1 see 
categories 1 1 2, 4-ll:l, 22, 23. 
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an instrument for evaluating the results or leadership train-
ing should be recognized. A low score in certain of the cate-
gories used might in some cases be due to forces other than 
the leader's interaction with the group. At the same time 1 
it will be realized that, to some extent, adequate leadership 
involves the leader's dealing with these extraneous forces 
ei'fectively. The writer wishes to point out again that this 
particular schedule was devised not for evaluating the results 
or leadership training, but rather for evaluating the func-
tioning of a group at a meeting. Its limitations of course, 
stem from this fact. If used, however, in conjunction with 
other methods of evaluation, say in conjunction ~th matching 
leaders 1 as done by Bavelas, and administering training to 
one group while using the other as a control group, plus in-
vestigating thoroughly the reactions of the trainees them-
selves to the training course and the effect which they feel 
it has had upon their leadership performance - this method 
may provide group workers with a much closer approximation 
to an adequate evaluation of the effects of a particular 
leadership training course upon trainees than they would 
otherwise have had. 
The writer feels that the material which has been presented 
in this ohapt er indicates the distance which must be travelled 
before an adequate device for ~ asuring with facility the 
effects which leadership training courses have upon the 
l~l 
leadership performance of trainees can be developed. He hopes 
that it has also indicated the manner in which methods origin-
ally devised by the social sciences provide the starting 
point for the development of such a device in group work. At 
the same time 1 it should be understood that group work agencie 
are not able to set up complicated research situations. This 
fact provides a distinct challenge to the social sciences to 
move toward the development of methods of evaluating training 




The main purpose of this final chapter is not to bring 
to the reader a s~ries of conclusions reached on the basis 
of the material in preceding chapters. The conclu~ions which 
the writer reached have been stated and spelled out in detail 
in the main body of the text. These conclusions had to do 
directly with the manner in Which the material he was able 
to secure from social science sources has been or is po~entia~ 
ly applicable to the practice of ~adership training in group 
work 1 and with the evaluation of the results of such train-
ing. ~or a reexaminiation of these conclusions in their 
totality, the reader is invited to turn back to chapters five, 
six and seven.) Apart from making several generalizations 
which he has not made earlier, the writer intends to use 
this chapter as a lD3 ans of reiterating the salient points 
contained in the pages that have gone before. 
In the broader sense, it might be said that this thesis 
has indicated that the major contributions of research and 
experimentation in the social sciences to leadership training 
in group work lie in the field of methodology. That is, the 
social scientists who have worked in this area have aimed 





and structure f'or leadership training, rather than toward 
setting up. speeif'ic program content f'or leadership training 
courses. These social scientists, as represented in the 
art io le s which have been dis cussed, do not provide group work-
ers with distinct instructions on what should be discussed 
during the f'irst or third or tenth hour of' a leadership train-
ing course, but rather p.oint to the general ingredients which 
must be f'ound in the adequate training course f'or leaders i.n 
group work agencies. The essence of' these ingredients lies 
in the idea that leaders can be educated in a non-manipulative 
way, and that they should be trained f'irst of' all by.establish-
ing a democratic atmosphere in which self-reliance is encour-
aged.l In this sense, method may be said to mold content. 
How the leadership eourse is led; by what means the content or 
eurriculum is developed; how information is imparted; the 
learning devices used - these, f'or the social scientists 
discussed, are of great importance. Information about demo-
cracy, discussed and handledmaemocratically, for example, can-
not be expected to produce democratic leaders. It is the 
methodology used in the course which creates the group at-
mosphere so important in leadership training. The methods 
used in a leadership training course in group work form the 
bedrock upon which the content is laid, and they can illuminate 
or distort the eontent, as the case may be. 
l See~ f'or example, Bell's. discussion of' what he calls the 
Lewin-Lippitt data, ~· ~., p. 374. 
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This is not to say that the social science experiments 
discussed have nothing to say about content. Ba:vela.s, for 
example, emphasizes the idea. that content should be aimed at 
developing morale, changing or developing certain attit~~es 
toward those with v.ihom trainees work or will work a.s leaders, 
and developing a. feeling of the worthwhileness of their work 
among the trainees.2 Others have also added the idea. that the 
problems regarding leadership felt by the trainees, if they 
have already done some leading, should form part of the basic 
content of the leadership training course.3 It has been seen 
also in chapter six, for instance, how the content should be 
geared to the needs and abilities of the trainees, the trainer 
making a.n inventory of these at the beginning of the course. 
The major emphasis, however, in such material, has been upon 
methodology, and i.t is here where group workers interested in 
leadership training can expect the most help from research 
and experimental projects in the social sciences. 
In retrospect, it will be seen that the writer•s analysis 
of various suggestions and systems for leadership training, 
and his conception of their particular adequacy or inadequacy 
was based on certain definite premises. His viewpoint on the 
definition of leadership conceives of the leader of groups as 
2 See, for example, Bavela.s and Lewin,~·~., pp.llS-11~. 
3 See, for example, H. Shelton Smith, ttLa.bora.tory Founda-
tions of Leadership Training,u Religious Education, 22: 
40, January 1927. 
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an expediter of cooperative effort who is alert to the needs 
and motives of those in the group and has insight into the 
processes of interaction in his group. Effective leadership 
is also leadership which is to some degree spread throughout 
the entire group and not vested in one person. The leader's 
functions include establishing a democratic climate; assisting 
the members to make group-oriented rather than ego-oriented 
decisions; helping the group evaluate itself in terms of the 
quality of its production; providing for leadership to be 
conceived of as a function instead of a status position 1 and 
seeing to it that leadership is shared 1 passing from member 
to member as different knowledges and abilities are needed; 
guiding groups to make decisions based on their own insights; 
and facilitating inter-communication between group menfuers. 
Beyond this the leader acts to motivate group members to grow 
toward socially desirable ends and develop a positive attitude 
toward social responsibilities.4 Group work conceives of the 
leader as a bearer of agency end community values. Thus it is 
that training courses in group work agencies usually and neces-
sarily include instruction in agency philosophy~ agency policy, 
agency procedure~ agency history~ and information on the social 
and economic characteristics of the neighborhood and population 
which it serves. 
4 For the complete discussion of the point of view of this 
thesis on the definition of leadership, see pp. 15-19 
of this thesis. 
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Inherent in this overall conception of leadership has 
been the idea that it must be democratic leadership# that it 
must be leadership which does not manipulate group members, 
but which rather through providing new insights 1 pointing out 
alternatives, stimulating discussion, and helping discussion 
to be productive, aids the group in reaching goals which its 
members come to find desirable. The writer cited the empirical 
research which has been done in this area as the scientific 
foundation for his premises concerning the necessity for and 
the superiority of democratic leadership in reaching goals 
held desirable in group work. The work of Maier, McCandless, 
and chiefly Lippitt, Lewin and White was presented in this 
connection.5 
The major portion of this thesis has been devoted to a 
description and an analysis of actual experiments carried on 
in the social sciences which have varying degrees of pertinence 
to leadership training in group work. The writer noted first, 
of course, that there were certain experiments or suggestions 
for projects which he felt were ineffective and misdirected. 
Being based upon the trait theory of leadership in which the 
leader is conceived of as a personality with definite traits 
which, in combination, produce leadership, they create a leader 
who is inflexible, manipulative,. and whose leadership is al-
most exclusively centered around certain characteristics he 
5 See Chapter IV of this thesis. 
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possesses instead of being geared to the needs of the group 
with which he works. Leadership here becomes something which 
exists in abstracto~ when actually it cannot be considered to 
exist without reference to a group. The leader "leads" and 
the group follows; hence the very important function of shar-
ing leadership among group members where it is practicable 
and beneficial is neglected. There are also inherent diffi-
culties in the type of training advocated~ since it involves 
instilling, or developing latent traits in trainees when the 
traits themselves are so difficult to pin down. One study 
cited such traits as "good taste, 11 "resourcefulness~" and 
"fairness, 11 as three of the twenty-two traits which S:x:>u ld be 
involved in leadership training.6 It is hardly necessary to 
point out that terms such as these admit of multifarious 
interpretations, and even were training for them the best road 
to leadership training~ which this writer feels quite defin-
itely that it is not~ such training would be~ to say the very 
least~ extremely difficult because of the tremendous variety 
of interpretations. 
The most important section of this portion, of the thesis 
dealing with experiments having pertinence to leadership 
training in group work was that considered in Chapter VI. 
Here~ the work of research experts who have been engaged in 
the study of group dynamics was found to be most valuable. 
6 See pp. 31-41 of this thesis. 
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Items discussed included, l) those aspects of the work of 
Lippitt in training persons for community relations in Connect-
icut which are applicable to leadership training in group 
work, 2) similar aspects of the first three sessions of the 
National Training Laboratory for Group Development, 3) the 
work of Bavelas in retraining both W.P.A. recreation leaders 
and Boy Scout trainers of leaders, 4) possible training methods 
for use with large groups, 5) the reasons for resistance to 
leadership training by trainees, and possible methods for 
meeting this problem, 6) complacency shock as an effective 
method in this regard~ 7) the place and values of role-playing, 
both ps.ychodrama arid sociodrama, in leadership training, and 
8) material from summary articles which have synthesized the 
conclusions reached in a number of leadership training ex-
periments, plus further generalizations from other articles. 
The broad outlines of the implications of these studies 
for group work have been stated elsewhere. 7 They might bear 
repeating in perhaps slightly different form here. · A) The 
leadership training course should be focused upon the training 
needs of the trainees regarding leadership, both as estimated 
by themselves and by the trainer. B) The trainees must be 
helped to overcome their complacency regarding themselves 
as adequate leaders, or regarding themselves as adequate 
7 See the writer's discussion of Zander's "Training Volun-
teer Leaders for Youth Groups," on pp. 107-109 of this 
thesis. 
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potential leaders. 0) The trainees have to be helped to 
develop what is a new conception for most of them concerning 
the role of the trainer, that is, a con-ception of the trainer 
not as an expert but as an expediter who will help them devel-
op their own insights. D) The trainees should develop their 
own training agenda as they go along on the basis of an in-
creasing sensitivity to their own felt needs for 'training in 
certain areas. E) Trainees have to be sensitized to forces 
at work in the behavior of a group. Helped by an observer, 
they should be able to develop an understanding of and a 
sensitivity to the flow of events in a group situation. F) If 
the trainees are to be democratic leaders, the trainer must 
by his own actions provide a genuine experience in democratic 
group living for the trainees, with practice in analyzing this 
democratic group experience. G) The training group should 
be helped to·develop criteria which will provide each trainee 
with a basis for evaluating his own success and progress as 
a leader of a given group. (Categories which may give some 
hint directly or indirectly as to the types of criteria which 
might be used in evaluating leadership performance will be 
found on pages 70 and 71, A through D, and all the items 
listed on pages 117-120 of this thesis.) H) Trainees should 
be helped by the train~"ng to see themselves as obhers see the·m 
in a leadership situation by practice in front of other train-
ees, with group evaluation o£ their performances. This re-
quires o£ cour~e that the trainee be accepting of criticism, 
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and in order to foster this among training group members, the 
trainer must hold up his own leadership performance for criti-
cism and provide an example of openmindedness and acceptance of 
criticism for the training group. I) The trainee should be 
given practice in ways of amending and improving his leadership 
skills in a situation which simulates reality as closely as 
possible, but which does not involve any of the same penalties 
for failure which reality often involves. The role-playing 
situation is perhaps the best device so far developed for pro-
viding an opportunity for such practice. Role-playing has 
certain dangers; .it can turn into a farce, and in inexpert 
hands can be psychologically damaging to the trainee; but if 
used wisely it can be a valuable technique. Also, it should 
not be used as a substitute for discussion, but should be used 
as a supplement to and an illuminator for discussion. It is 
one method among many and should be used only where it is the 
best method for interpreting the training item involved. J) In 
order to help the transfer of skills to the on-the-job situa-
tion;; ideally the trainer should provide the ex-trainee 1 s new 
supervisor with as much information about the ex-train~e•s 
leadership needs as is possible, and should also be given the 
opportunity to give further coaching to the ex-trainee at 
certain intervals. 
The writer pointed out that material from social science 
on the evaluation of the results of leadership training is 
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scarce, but that some beginning has been made. ·The work of 
Bavelas in setting up what is known in sociology as the "con-
trolled," "projected," or "projected simultaneous" experiment 
in his training project with W.P.A. recreation leaders and its 
implications :for the evaluation of the results of leadership 
training in group work was first discussed in this connection. 
The remainder of this brief chapter dealt with·the applicabilit~ 
of two schedules, one for the evaluation of training courses 
by ex-trainee's themselves, and the other for evaluating the 
functioning of a Boy Scout Troop, to the problem o:f evaluating 
t];le results o£ leadership training :for general group work prac-
tioe. These instruments were developed by the Research and 
Statistical Service of the Boy Scout Organization. It was 
noted that such material constituted only the barest beginning 
as :far as such evaluation is concerned. They do provide, how-
ever, a starting point for group workers interested in the 
problem. 
Looking back over the material discussed in this thesis, 
there would seem to be one definite deficiency or gap. This 
gap lies in the :fact that although the conclusions drawn from 
the experiments in leadership training described can, in their 
broader sense, be applied to the training o:f persons who are 
new to leadership, the s pacific experiments deal largely with 
the training of persons who have had some experience in leading 
groups, some of them a good deal of experience. Thus, much o:f 
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the material deals with the retraining of leaders rather than 
w:l:th the training of persons who have had no experience as 
leaders. Perhaps research by social scientists which is focusec 
more particularly on the training of those who have rarely if 
ever acted as group leaders~ would provide new insights into 
leadership training which would be of further value to group 
work. It is to be hoped that such research will soon be 
forthcoming. 
It is evident from what he has written in this thesis 
that the writer considers the contributions of research snd 
experimentation in the social sciences to leadership training 
in group work to be considerable. This applies both to methods 
and suggestions from research~ such as role-playing. whi~h has 
been incorporated into current group work practice,8 and to 
those which have not yet been commonly incorporated, but which 
off'er nevr and better ways of' leadership training in group work. 
The reader will remember that the writer, at the outset, 
stated a wider, though secondary, purpose behind this thesis, 
in addition to that of' indicating the manner in which the 
social sciences have contributed and can contribute to leader-
ship training in group work. He noted that his aim was also 
to point out through the medium of this topic one more way in 
8 Role-playing as a device owes its origin and initial 
development to Dr. Jacob Moreno and the sociometrists. 
As is evident f'rom this thesis, it is also w.idely used 
by social scientists connected with the Research Oenter 
for Group Dynamics. 
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which the social sciences and social work may be related. 
Be feels that this thesis illustrates the fact that the social 
sciences~ as always~ have ~uoh to offer to social work~ (that 
social work has much to give to social science~ he feels also, 
goes without saying). Just as for the past decade social 
scientists have been seeking in various ways to integrate 
the knowledge in their particular fields~ trying to draw from 
each other and in turn give to each other as much of each's 
peculiar value as possible~ so too may the social sciences 
in general and the various fields of social work draw su stan-
ance from one another with mutual profit. The writer con-
ceives of this thesis as representing a small attempt in that 
direct ion. It is ·to be hoped that larger attempts will follo 
9 One major step in this direction, the writer feels~ has 
been taken with the publishing of a report by the 
Welfare Council of Los Angeles which secured the help 
of the Research Center for Group Dynamics at the Uni-
versity of Michigan in its consideration of the prob-
lem of the integration of social science and social 
work. See Research Department~ Welfare Council of 
Metropolitan Los Angeles~ "Group Dynamics: Implica-
tions for Social Work," Special Report Series number 
24~ Los Angeles~ California, 1950. 
Approved 
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